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FOREWORD 


This is the second in a series of published reports of the 
work of the School-Community Development Study, the Ohio 
Center for the Cooperative Program in Educational Adminis- 
tration. The monograph deals with administrative behavior 
and with factors, interpersonal and environmental, which have 
been found to make a difference in administrative behavior. 
The findings are tentative. They are based upon observations 
made in six Ohio school systems ranging in size from small 
rural school districts to large city systems. Because of the need 
to verify them in a wide variety of school situations, the find- 
ings are being presented at this time for the express purpose of 
inviting administrators and students of educational adminis- 
tration to report experiences and research data which tend to 
support or disprove the hypotheses here advanced. 

Educational administration is defined herein as the mar- 
shaling of the human and material resources of a community 
to produce and maintain an educational program. The effect- 
iveness of admihistration is measured by the degree to which 
the resources have been organized and brought to bear on the 
educational program. The school administrator is the person 
selected by the board of education to give leadership to the 
educational enterprise. What happens educationally is a func- 
tion of leadership and of the human and material resources of 
the community; it is a function of the professional insight and 
skill of the teaching staff, the kind of support given the schools 
by the community, the strength of the board of education, the 
economic capacity of the community, and the wealth of other 
resources upon which educational programs are built. Effective 
administration is dependent, therefore, upon an understanding 
of community factors which affect education and upon an 
insight into the leadership required to make community fac- 
tors complement each other in the development and main- 
tenance of the educational program. 

After a brief description of the methodology used, the 
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study defines nine areas of administrative behavior that are af- 
fected by the interpersonal and community factors with which 
every administrator works. This analysis is followed by state- 
ments of factors presumed to affect administrative behavior in 
the areas described. Anecdotal material is supplied to illustrate 
each factor. The reader must remember that the incidents are 
illustrative of the factors. They do not exist in sufficient num- 
bers to prove the general existence of the factors, 

The latter portion of the report is an invitation to inter- 
ested persons to participate in an ongoing program of research 
designed to provide further knowledge of administrative be- 
havior. Even as this report is written, additional research on 
the tentative findings is in progress in a number of departments 
of the University. Other universities and school systems are 
expected to participate in an extended investigation into the 
behavioral aspects of administration. 

The authors of this report are indebted to administrators, 
teachers, members of boards of education, and citizens of com- 
munities participating in this study. Advice and counsel were 
received from a number of our colleagues at Ohio State and 
other universities in Ohio, the State Department of Education, 
and the Ohio Education Association. The following graduate 
students in educational administration assisted in gathering 
data and making interpretation of findings: Sidney Besvinick, 
Charles Blackman, John Hartzler, Darwin Keye, Tom Kettig, 
William Maize, James O’Hara, David Rosenberger, Philip 
Smith, Calvin Workman, and Norman Ziff. 


Joun A. RAMsEYER 
Lewis E. Harris 
Mirranp Z. Ponp 


Howard WAKEFIELD 
Columbus, Ohio 
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CHAPTER I 


AN APPROACH TO THE STUDY OF 
EDUCATIONAL LEADERSHIP 


Regardless of the quality of its leadership, an educational 
enterprise goes on—schools are kept open, children are in at- 
tendance, teachers are employed, taxes are paid, and some 
degree of learning takes place. Yet nobody is content with the 
mere mechanical occurrence of these processes. Throughout 
the nation the public is becoming increasingly interested in 
making our schools better. It wants good schools because it 
has faith that education is an essential condition of a free 
society. Today, improvement of the educational program is 
the common concern of both laymen and professional school 
workers. To draw upon the talents of both groups in improv- 
ing the education of our children and youth is the current 
challenge to the educational profession. It calls for educational 
statesmanship of a high order. Ideally, in many thousands of 
school districts across the nation, people look to the local school 
leadership as the symbol of this statesmanship. In their eyes 
the school administrator holds the key which unlocks leader- 
ship. This study is based upon the conviction that their 
assumption is valid. 


A WAY OF THINKING ABOUT EDUCATIONAL ADMINISTRATION 


Educational leadership places a tremendous responsibility 
upon the school administrator. The manner in which he dis- 
charges his responsibility makes a difference in the kind of 
educational program that will be provided in the community 
where he works. The administrator who accepts the challenge 
of dynamic leadership performs an educational service vastly 
different from that which is rendered by the administrator who 
is contented with maintaining the educational program as it 
is. One administrator seeks educational growth and marshals 
those forces needed to achieve it. The other is satisfied with, 
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and seeks to protect, the status quo. One shares in the resolu- 
tion of vital issues which arise as steps are taken toward 
improvement. The other is preoccupied with management, in 
the sense of keeping the educational house in order. The 
growth concept uses efficiency of management as a tool to 
achieve larger educational goals. The status quo concept looks 
to management as an end in itself. 


During the past three years the School-CommunityDevel- 
opment Study has been concerned with the improvement of 
educational administration. Its major objective is to improve 
the preparation of administrators. In order to realize this 
objective it has been necessary to make a thorough study of 
educational administration. This monograph contains descrip- 
tions of administrative behavior and the conditions which 
affect it. They are presented to the profession at this point to 
invite wider involvement in the further investigation that is 
needed. As a basis for this involvement it is necessary to under- 
stand, at least in part, the research approach. 


The Nature of the Administrative Situation Educational 
administration is conceived as being broader in scope than the 
activities of the school administrator. It encompasses all the 
activities which take place in the marshaling of thought and 
action to develop and advance the educational program. What 
the administrator does is a vitally important aspect of admin- 
istration. But what is done correspondingly by the professional 
staff, the board of education, and the members of a community 
is an equally important aspect of administration. 

Part of the task of the school administrator is to help all 
who are affected by administration to understand and carry 
out their role in it. To the extent that this understanding and 
the capacity of individuals to act upon it is different in each 


community or school district; to that extent each adminis- 
trative situation is unique. 


cog D is u ommunities in the sense of having 
within them the Primary economic and Social elements of a community, The “сот- 
munity of interest" which may exist with regard to i 

by that token. 
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A comprehensive understanding of administration requires 
an insight into the situational factors which qualify or modify 
administrative behavior. Educational administration must be 
studied, therefore, in the school-community setting where it 
functions. While the various administrative tasks to be per- 
formed are common to most situations, the manner in which 
they are performed and the results that are achieved in carrying 
them out differ greatly from community to community. The 
administration of the educational program is a segment of the 
life of the community in which it operates. As such, it takes 
on certain characteristics of the total life of that community. 
It must be studied as a living and moving creature, through 
careful observation and the identification of its “natural” his- 
tory. There can be no single independent control over it. 
Interdependent and interrelated factors merge to characterize 
the life of the organism. While the analogy of animal life 
holds only in part, it may serve as a useful instrument in 
suggesting ways of thinking about social organisms. In the 
human being, for example, we no longer think of mind and 
body as separate, unrelated entities, but rather as two aspects 
of the living body which are mutually dependent upon each 
other. It is difficult to determine whether the psyche is in 
control of the soma or vice versa. Indeed, it seems to be gen- 
erally agreed that each affects the other—that each responds 
to the other. 

Since in educational administration we have been unable 
to identify single causes to which we can attribute consequent 
effects, we hypothesized that the school-community is a com- 
plex of many causes and effects. They are reciprocal. They 
are mutually compensatory. As mind affects body and body 
mind, causes and effects are likewise interdependent. 

This hypothesis has been useful in examining educational 
administration. Many factors are in operation. It is difficult to 
label them merely as causes because they are also important 
effects. Communication is an example. The quality of com- 
munication among individuals and groups seems to be de- 
pendent upon the relationships that exist. It is equally true, 
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however, that it affects these relationships. Therefore, it makes 
sense to discuss relationships—the nature of the interdepend- 
ence of factors—rather than the cause or the effect of certain 
factors. . 
'The administrative situation encompasses the school dis- 
trict in which it operates. It has dimensions, characteristics, 
and interacting parts and conditions which determine its 
unique qualities. Good administration cannot be determined 
by looking at the quality of the educational program, the 
quality of the school plant, the characteristics of the school 
administrator, or any other single objective measure of effect- 
iveness. The direction in which the program is moving and 
the rate of this movement are just as important as the status 
of the existent situation. No program stands still. The status 
picture of the educational program has value only in so far as 
it sheds light on the dynamics of the situation. 


Our concern has been to determine wh. 


at factors qualify, 
condition, 


and give direction or impetus to the educational 
program. One such factors is the degree to which there is 
common acceptance of the goal of education. The greater the 
range and degree of understanding and acceptance of goals, 
the greater are the chances of achieving them. Misunderstand- 
ing and disagreement about the reasons for schools hinder 
effective movement in any direction. The effectiveness of 
educational administration should be measured in terms of 
the quality of understandings, of working relationships among 
individuals and groups, and of the skill with which knowledge, 
understanding, conditions, and processes can be marshaled to 
achieve commonly accepted goals, Perhaps morale is a con- 
comitant of understanding and acceptance of goals. 

The Nature of Leadership—Administrators are often re- 


other people. 
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Many studies of leadership are now in progress. Staff 
associates of the Personnel Research Board at The Ohio State 
University have studied leader behavior in the armed forces, 
in business, and in education. A concept growing out of these 
studies which is helpful to educators is that leadership is a 
function of the group. It is not a one-man affair. It is not 
entirely the influence of one person upon the group. Where 
it exists at all it spreads throughout the group, embracing the 
followership. Leadership is contagious. It stimulates the con- 
struction of a network of resources. It is manifested in the 
quality of the relationships among individuals and groups. It 
is attested by the resourcefulness with which groups work to 
develop the potentialities inherent in their situation. 

In his studies of the leader behavior of aircraft com- 
manders, Halpin? speaks of the existence of two dimensions— 
consideration and initiating structure. The behavior of a leader 
reflects 1) his regard for others and 2) his efforts to promote 
action. Consideration of others without regard to getting on 
with the task at hand produces excellent social relations but 
does not necessarily prove to be productive. On the other hand, 
driving directly toward the accomplishment of a goal without 
due consideration of others may create conditions which can 
put the administrator out of his job. Both dimensions are 
important. How to conduct oneself so that individuals are 
appropriately considered as they work together in the achieve- 
ment of mutually accepted goals seems to define quite pre- 
cisely the leadership problem with which the administrator is 
confronted. 

The Nature of Research in Educational Administration— 
The School-Community Development Study began its efforts 
to study educational administration by examining the research 
in the field. An attempt was made to synthesize research 
findings in an effort to discover a comprehensive design or 
scheme that would serve as an adequate base for study. The 
design could not be found. There were many indications that 
certain aspects of administration had been investigated intens- 


* Andrew W. Halpin, “The Leader Behavior and Leadership Ideology of Edu- 
cational Administrators and Aircraft Commanders,” Harvard Educational Review, 25 
(Winter, 1955), 18-32. 
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ively. Some professors of educational administration have 
carved out blocks of research for continuous study and as a 
result have contributed greatly to knowledge. An examina- 
tion of the literature indicated, to us at least, that much of 
the effectiveness of this research was being lost to the profession 
because т) the relationship among the individual studies was 
purely accidental and 2) no plan could be found for the 
systematic utilization of research findings as a basis for changes 
in practice. To the extent that educational administration is 
or can become a science, this seemed to be a fundamental 
weakness that should be remedied. 

We next directed attention to building a design for the 
study of educational administration which would have the 
purpose of improving the administration of schools, and the 
Preparation of those who are to become administrators. This 
design, it is hoped, will be of benefit to the profession long 
after our study is completed. In general, it deals with educa- 


tional administration as a social science. It does not ignore the 


art of administration that comes at points where knowledge 


is translated into action. The contention is that the artistry 
displayed by the administrator is a cause as well as an effect. 
The harmony with which individuals and groups work to- 
gether and the resultant forces th 

are desirable effects. When 


tion, they enhance the quality of the relationships being estab- 


A і become factors that condition 
possible changes in the future, The study-conclude-act con- 


- This is part of the dynamics of 
the phenomenon being studied. 


THE RESEARCH APPROACH 
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ing which is directed toward improving the quality of admin- 
istrative behavior in dynamic administrative situations. It was 
with this orientation (way of thinking) that we set about to 
identify the factors in the total administrative situation which 
alter, modify, or in any way affect administrative behavior; to 
study the nature of these effects with a view toward improving 
administrative behavior through the objective use of the knowl- 
edge. The central problem became the identification and study 
of factors which affect leadership behavior in developing a 
broad program of education appropriate to meet the needs of 
the community and raise the level of living. 

Administrative behavior, as used here, should be distin- 
guished from administrator behavior. The former is a more 
inclusive term than the latter. Administrative behavior is 
defined as the resultant of the behaviors of students, teachers, 
board members, parents and other school patrons, and legis- 
lative groups who act collectively under the stimulus of the 
behavior of an administrator. 

Conditions, both interpersonal and environmental, affect 
how the individuals and groups can or will act. The discipline 
for their action, and hence the prospects of a greater resultant 
action, are dependent upon the creative release of beliefs, 
values, emotions, intelligence, and scientific know-how lying 
within the potential of each person or group as it acts either 
independently or collectively. What the administrator does to 
stimulate or regulate this action is here referred to as admin- 
istrator behavior. 

The Selection of Co-operating Community Centers —As 
an appropriate setting for study, the staff sought communities 
in which the school administrator, the board of education, the 
faculty, and some interested lay group would share in the 
investigation. No community was selected unless there was 
evidence in it of a desire to know more about educational 
leadership. Since improvement in practice was being sought, 
it seemed more fruitful to study situations where attempts at 
progress were being made rather than situations in which 
people were satisfied with existent practices. It was therefore 
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decided that no community should be selected unless it had an 
active program of improvement or was willing to initiate one 
and carry it on for an extended period of time. 

Other criteria used in the selection of co-operating centers 
included: 


1. Size of school system. It was thought that, to the extent 
possible, the “field laboratories” should range in size from 
the small rural community to the very large city system. 

2. Variety of types and patterns of community interests repre- 
sented in the geographical area. Some communities are 
predominantly rural; others are changing rapidly from rural 
to urban. One city is highly industrial while another is 
not. The ability of communities to finance education should 
differ widely among the centers. 


3. The investment which community and school leaders are 
willing to make. Is there tangible evidence that responsible 


individuals and groups will spend a reasonable amount of 
time and money on the project? 


4. Geographic distribution throughout the state. Centers were 
selected in widely separated sections which seemed to differ 
considerably in the nature and make-up of the population. 

5. The prospect of co-operation between the university and the 
community center. In addition to a commitment of time 
and financial investment, it seemed necessary to be able to 
identify a real job to do. For example, in one community 
attention was centered upon organizing a faculty to carry on 
a curriculum improvement program. In another, the central 
task was to work out an appropriate relationship between a 
citizens’ committee, the board of education, and the admin- 
istrators of the local schools. 

The working arrangement between the School-Commu- 

nity Development Study and the community centers was 
co-operative in nature. The School-Community Development 
Study offered assistance to the communities, at times playing 
an advisory role and at other times helping local leaders find 
appropriate advice elsewhere. Perhaps the greatest assistance 
furnished to the co-operating communities has been in guid- 
ance given them in the analysis of their own situations. This 
working arrangement was based on two assumptions: (1) that 
a mutual exchange of services is necessary to good and con- 
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tinuing working relationships between universities and schools; 
and (2) that to understand the administrative situation, the 
researcher cannot always remain in the position of mere 
observer. To sense the interaction of the factors that are obser- ` 
vably operative in situations, he must at times be a part of it—a 
responsible participant. 

A project co-ordinator was assigned to each of the co- 
operating community centers. To the participating members 
in the community laboratory he was a person who assisted the 
initiating group to formulate the steps to be taken in accom- 
plishing their goals. The project co-ordinator did not act for 
them but helped them see alternatives and possible conse- 
quences of these alternatives. When special assistance or knowl- 
edge was required, he aided the local group in securing a 
consultant and using him to advantage. 

As a member of the local team the project co-ordinator 
exercised care to keep from imposing his solutions on the 
group. Nevertheless, he identified himself with the local situa- 
tion to such an extent that he could appreciate and understand 
the more subtle factors which purely objective inquiry seldom 
reveals. Through this understanding, he helped the local 
group use resources more wisely; he also helped consultants 
apply themselves to the situation more effectively than casual 
acquaintance would have permitted. 

The Participant-Observer—From the standpoint of the 
School-Community Development Study, the project co-ordina- 
tor was a student of the factors that entered into the situation in 
which he was working. As a researcher, he directed his atten- 
tion toward those events aand conditions that were crucial in 
the situation. This kind of immersion in a situation has much 
to commend it. It brings insights into the personal reasons be- 
hind observable behavior. It also broadens understanding of 
the complex patterns of relationship which affect behavior. 

The co-operating community center served the School- 
Community Development Study as a kind of crucible in which 
social components react. The school administrator was simply 
one of the active constituents in the situation. It may be 
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mentioned in passing that the social elements in the situation, 
unlike those with which the physical scientist deals, can and 
often do determine their own purposes. The social scientist 
must therefore play a role different from that of the physical 
scientist. Not only must he be able accurately to describe and 
account for the act he observes, but, in the process of making 
this action intelligible to the participants, he alters the condi- 
tions for the next association. The project co-ordinator, work- 
ing in this way, performs a dual function: (1) he tries to help 
the local leaders see their role more clearly, and (2), at the 
same time, he reports upon what he has learned that may 
be of significance to those who are preparing educational 
administrators. 
Observation. and Description—Noting and Recording 
What Happened—At the outset there was a great temptation 
to formulate hypotheses concerning the major problems in 
school administration and then set up research designs for 
testing them one by one. This method was rejected as an initial 
step because of the lack of agreement on the hypotheses pro- 
posed and the difficulty that was encountered in establishing 


any priority among them. As a result, the conclusion was 
reached that, while there is muc 


critical problems in school adm 
be rendered by establ 


h speculation concerning the 
inistration, a real service can 

ishing a systematic approach to the formu- 
lation of hypotheses. This we set out to do in much the same 
way that the natural scientist approaches the problems in his 
field. 


The initial step in any science is learning how to look at 


the phenomenon being studied. What is its nature? What 
affects it, and how does it aff, 


resides? One way to accompli 
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2 FACTORS AFFECTING ADMINISTRATION 
I 


uate students) trained as observers, recorded their‘ analysis of 
the situations in which they worked. Their reports include 
statements of fact (incidents occurring, statements made, con- 
ditions present) and interpretations of these facts. Thus, we 
have built up a body of fact and of opinions about related 
elements in educational administration. This material forms 
a kind of natural history of each case studied. 

At first these observations were entirely unstructured. 
Observers were asked to make their own judgments of what 
seemed to make a difference in the way administrative decis- 
ions were reached and translated into practice. Observers 
collected data at faculty meetings, meetings with parent-teach- 
ers’ organizations, citizens’ committee meetings, and meetings 
of small groups that had been assigned to work on special 
phases of the educational program. The observers studied 
communications emanating from the administrator’s office, 
minutes of board meetings, and newspaper coverage of school 
events. They held conferences and had informal chats with 
administrators, teachers, board members, parents, and other 
patrons of the school. They assisted administrators in the col- 
lecting of information about the acceptance of the school by 
the community. They helped principals and superintendents 


improve their meetings with teachers, parents, boards of edu- 
cation, and citizens’ groups. 


Observers were asked to m 
concerning the evidence needed t 
behavior are significant. Some: 


ake their own judgments 
o determine what types of 
times what people said, the tone 
s on their faces, the enthusiasm 
tying out an assignment, or the 
of remarks gave clues to the 


pretation contained his specul 
possible outcome of the action 
if in observing a teacher's me 
a given communication held 
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teachers, he would predict that differences in subsequent action 
would be a consequence. When such differences in action did 
occur, it seemed reasonable to assume that the interpretation 
made by the observer was valid. 

The staff of the School-Community Development Study 
discussed this process at some length. Observers were given 
ample practice time in which to improve their techniques of 
observation as well as the form of reporting. One lesson that 
had to be learned was the danger of making value judgments. 
Interpretations that stereotyped people or practices with con- 
notations of good or bad were discarded. Only those interpre- 
tations that were predictive, pointing to the possibility of 
consequences that could be confirmed, were considered to be 
legitimate parts of the record. Reports of projects recorded 
during the first year reflect a steady growth in the ability of 
observers to make accurate observations, i.e., to give accounts 
of happenings, with interpretations which included theories 
that could be tesed against actual happenings at a later time. 
These interpretations appear in many of the contact reports. 
For purposes of analysis they were segregated from the descrip- 
tive passages. Yet, when recognized as value judgments, the 
light they shed on behavior is appreciable. 

Classification—Looking For Relationships—Earlier it was 
stated that we were looking for interrelatedness of factors that 
affect educational administration. Collecting raw observations 
and recording them, and testing theories in subsequent obser- 
vations, were not enough. It became necessary to determine 
whether or not certain incidents occurred together or certain 
conditions and incidents occurred in some definite relationship. 
The assumption here was that, so long as observations remain 
random, they are ineffectual as indicators of the nature of the 
situation. It was only as patterns emerged, as clusters or con- 
stellations of happenings were identified, that we could begin 
to get a picture of the dynamics of the situation. 

Within the brief span of a few weeks after observers began 
their activity, certain patterns commenced to be visible. These 
were nebulous at first, but project co-ordinators and research 
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assistants began to talk about the importance of such concepts 
as communication between administrators and others, the auto- 
cratic or the democratic attitude of administrators, involvement 
of individuals in educational activities, and the co-ordination 
of such activities. As such concepts emerged they became areas 
for more intensive observation. Soon the need for a pattern 
of recording was expressed, and a contact report form^ was 
built. Slowly but steadily, the observations become more 
structured. Research workers were beginning to note the recur- 
rence of certain happenings. They wanted to know the cir- 
cumstances under which these incidents occurred repeatedly. 
They watched for particular events to take place. 

Conversations among workers in the several centers and 
the reading of contact reports led observers in one center to 
look for evidence of behavior that had been exhibited in 
another. The interchange of ideas increased the resourceful- 
ness of staff members to the point where the pattern for 
observation became quite broad in scope. At the close of the 
first year, project co-ordinators were beginning to make classi- 
fications of their own. At this stage a more formal attempt at 
classification was begun. Some study was made of content 
analyses used by observers in other research investigations. 

For several months, the central office staff engaged in the 
tedious process of analyzing the field notes, In the main, the 


analysis has yielded two significant kinds of information about 
educational administration. 


° See Appendix C. 
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To aid in identifying factors, the staff developed a set of 
criteria. A factor: 


° must be stated as a significant entity; 


® is capable of experimental observation, varies in degree, and 


can be tested; 
° has an interacting relationship with other factors; 
* describes conditions related to administrative behavior. 


The foregoing criteria were accepted, although it became 
apparent that not every factor which was identified met every 
criterion. 

An illustration in the behavioral area of communicating 
may help to clarify the point. The attitudes of individuals, the 
relationships that exist among them, the condition of the com- 
municating medium, the meanings attached to the communi- 
cation, and the procedure used in communicating ideas are 
some of the factors that affect the quality of communication. 
Likewise, the quality of policy-making is dependent upon a 
number of factors, such as conceptions of the origin of author- 
ity, attitudes toward policy, the use that is to be made of 
policy, and the nature of the involvement of people in the 
policy-making process. The attitudes, motivations, values, 
relationships, conditions, and processes that affect the quality 
of behavior in these areas are termed factors. It is one of our 
postulates that variations in and among these factors make a 
significant difference in the quality of educational adminis- 
tration. To attempt to alter administrative behavior without 
taking these factors into consideration is to deal with symptoms 
rather than causes. 

The Formulation and Testing of Hypotheses—The re- 
search procedure has been largely inductive to this point. The 
data are in field notes gathered in a limited number of school 
situations. Chapters II and III report the results of an analysis 
of these field notes. In a sense, the conclusions reached provide 
the framework for a systematic program of further research in 
school administration. The hypotheses need to be checked 
with rigor and skill by the social scientist. 

One way to do the job is to use this monograph as a study 
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guide. While the conclusions have a high face validity, in that 
they describe the reality of the administrative situations ob- 
served, we need to know more about how they apply to admin- 
istration generally. If administrators find this publication to 
be a useful instrument for improving administrative behavior 
in their own situations, it will have had value in the improve- 
ment of practice and at the same time will add validity to the 
instrument itself. This way of thinking about administration 
will be useful even though certain specific conclusions turn out 
to be invalid. It may pave the way for the development of other 


specific propositions to be tested even later. What we need to 
find out is: 


1, Do the areas of critical behavior stand the test when applied 
to wider population, i.e., in all situations? 


2. Do the factors affect administrative behavior significantly in 


a wide variety of situations? 


3. Are there other critical areas of administrative behavior, and 
what factors affect that behavior significantly? 


4. Are there any common patterns of relationship between 


given factors and the areas of administrative behavior that 
have significance for practice? 


5. Does this way of thinking about educational administration 
improve administrative behavior? 


a. Is it useful to administrators (and others involved) who 


are trying to improve administrative behavior in their 
own school situations? 


b. Is it useful in the 


Preparation of educational adminis- 
trators? 


Answers to such 


questions will extend knowledge about 
leadership in educati 


onal administration. To the extent that 
the monograph suggests studies of this kind, it will have served 
as a source book for future investigation, Chapter IV deals 
more specifically with implications for further research. Dur- 
ing the next year the School-Community Development Study 


hopes to carry out a few projects that are designed specifically 
* Sce Appendix B for a re, t of ini ' opini 
d S, Port of school administrators opinions of the factors 


STUDYING EDUCATIONAL LEADERSHIP 17 


to verify the propositions made here. We invite others to 
suggest, to criticize, and above all to assist in the validating 
procedure or to develop new lines of thought which help to 
integrate the field of knowledge labeled educational adminis- 
tration. As this is done, we shall move toward the next step in 
the design—namely, the development of a more adequate 
theory of educational administration. 


CHAPTER II 


AREAS OF CRITICAL BEHAVIOR IN 
EDUCATIONAL ADMINISTRATION 


The administrator who is also a leader is not merely a 
technician. As we stated in Chapter I, the action which he 
initiates and the way in which he initiates it are determined, 
at least in part, by the consideration given to others in the 
situation. It has also been suggested that the action taken by 
the group under the administrator's leadership is dependent 


on environmental conditions and limitations over and above 
personal considerations. 


the responsibilit 
of the educational potential of which it is capable. 


ment to the new medium 
So, in this study, 
quite well acquainted 


- We were concerned most with how 
ormed and in what relationships to 
each other. Hence, it is the quality of the behavior, not the 


> 
s of administration, which we shall 


tasks, functions, or processe. 
attempt to analyze here. Quality, in this sense, is understood to 
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mean the extent to which behavior enhances or inhibits the 
growth of the community's program of education. 

A final word about methodology should be added. Can 
the quality of behavior be perceived? Perhaps not, as such. 
But the consequences of behavior are always in evidence, and 
one can begin his analysis with such evidence. One can obtain 
evidence about how well an administrative act has worked. 
For example, a measure of the effectiveness of a directive from 
the principal's office is apparent when not more than one-half 
the teachers read the directive, and one-half of those who read 
it respond as the principal wishes them to. It is obvious that 
the directive was effectively communicated to only one-fourth 
of the staff. In this instance, the quality of communication 
between teachers and their principal is discernibly low. The 
observable reactions to a directive may give a secondary meas- 
ure of factors which are less easily observed. The observer 
would then look for further evidence to support or disprove 
the relationship between the quality of communication and 
effective administration. 

Likewise, evidence that teachers are blaming each other 
for doing a poor job may suggest that there is disagreement 
among them as to the real goal to be achieved by their teaching. 
Again, the suspicion that this is true may be confirmed or 
refuted as further evidence comes in. Once such suspicions are 
aroused, it is possible for the observer to think of other kinds 
of evidence that may be used to substantiate or remove the 
suspicion. 

In the study of behavior, evidences of positive conduct are 
as important as evidences of negative conduct. If the quality 
of communication has an influence upon educational adminis- 
tration, then improvements in the quality of communication 
should produce improvements in administrative effectiveness. 
Similarly, mutual understanding among teachers concerning 
the goals to be achieved should reduce the frictions among 
them—orher things being equal. In the illustrations given, the 
quality of communication may be affected by the mutuality of 
goals and vice versa. 
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Any behavioral act is a complex of many behaviors, none 
of which can be said to exist alone; nor is total behavior a mere 
summation of them. Improving the quality of one aspect of 
behavior may likewise enhance the quality of another. It is 
with this knowledge and understanding that we separate 
administrative behavior into the areas observed to be critical. 
To avoid giving the impression that they are discrete and may 
be treated as such, we have used the term areas of behavior. 
They are parts of a greater whole. 

We therefore submit nine areas of critical behavior for 
consideration, in the belief that evidence will support the fact 
that the quality of administration is, in large measure, depend- 
ent upon behavior in each and all of them. These areas of 
behavior are applicable to many walks of life. We found them 
in administration, and we postulate their significance in the 
leadership position administrators hold. Chapter III, a state- 
ment of factors affecting administrative behavior, seeks to 
penetrate further into the basic causes or determinants of these 
behaviors. 

This chapter is devoted to descriptions of the areas of 
behavior. It presents described facts about the phenomena of 
educational administration as they are observed in community 
settings. Nine areas are identified: 

‚ Setting goals 

- Making policy 

- Determining roles 

. Appraising effectiveness 

i Co-ordinating adminis 


i Working With community leadership to promote improve- 
ments in education 


7. Using the educational re: 
8. Involving people 
9. Communicating 


trative functions and structure 
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sources of the community 


The nine areas re 
vations made. The 
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AREAS ОЕ CRITICAL BEHAVIOR 


Setting Goals.—Whether the task is that of achieving the 
over-all objectives of the educational program or lesser and 
more immediate goals, the end result is dependent upon the 
understanding and acceptance of the goals by those who are 
expected to achieve them and upon the establishment of 
common goal concepts among participants. There is general 
acceptance of the principle that elementary and secondary 
education are for all the children of all the people. Yet there 
is great variation in the meaning this statement has for different 
persons. In some instances, individuals insist that they believe 
in this principle and at the same time provide an educational 
program suited only to those who are capable of preparing for 
college. They claim, of course, that such a program is good for 
all pupils. No special effort is made to adjust education to the 
particular needs and abilities of individual boys and girls. In 
other instances, schools have gone to great lengths to make 
such adjustments. The difference in educational programing 
is not all due to inequities in the ability of school districts to 
pay for special services. The variation results in part from dif- 
ferent conceptions of the nature of the responsibility. It is the 
obligation of the school administrator to help people in his com- 
munity understand, and come to grips with, this responsibility. 

An excellent example of improvement of programs result- 
ing from a consideration of the meaning of this goal came in 
one county where the executive heads of several schools began 
to examine this problem with their boards of education. 

One board member confessed that he did not know that 
there was more than one kind of high school program. An- 
other indicated that he tthought the school had discharged its 
responsibility when it made a program available. Ability to 
“take it,” he thought, was up to the child. Still others ex- 
pressed doubt that the need for special services was great 


enough to warrant any real adjustment of program in their 
school system. Others, of course, "knew" that the need was 


great. | A0 
The [ensuing] discussion led to an investigation of needs 


and further meetings of administrators and joint mectings of 


VOR SS 
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administrators and boards of education. The net result was 
that the need was sufficiently established for the boards to take 
action. Furthermore, the boards of several school districts saw 
this as a common problem and decided to pool resources to 
assist each other in solving it. 


On the negative side of the picture we have the case 
of a superintendent of schools who had set for himself the 
achievement of тоо per cent membership in the state teachers 
organization. 

He announced to his staff that this was custo; 
system, and he attained the goal even if the local 
had to pay for the membership of a few individuals. The meet- 
ing resulted in considerable adverse criticism, with one man 


expressing the feeling of the group by [saying], “Just what 
does he think he is accomplishing, anyway?” 


mary in his 
organization 


unding this particular 
ers of the staff suspect 
€ stated one. Others, 
pprove of the method 


n substituted. 
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goals, choosing between alternate goals, accepting goals, clari- 
fying them, and grasping their implications for action, are all 
part of the larger issue. Perhaps the following questions will 
suggest many specific phases of the problem: 
Has the role of the school in the community and in the social 
order been determined? 

* [s it primarily one of transmitting the cultural heritage 
and the segments of knowledge accumulated in the 
past? 

e [s it one of influencing social direction through indoc- 
trination? Through the method of intelligence? 

* Does the school place primary emphasis on the funda- 
mental skills? Upon basic social values? 


* Does the school provide educational opportunity for 
all children and youth or only for those capable of profit- 
ing from the existing curriculum and the current in- 


structional practices? 
Who has determined the educational goals for the community: 
the teachers, the administrators, the board of education, the 
parents, the citizens of the community, the state? 
* Have students, dropouts, and graduates been involved? 


* Have all persons affected by the educational program 
of the community had a part in setting up school 
objectives? 


How have the educational goals been determined? 


* What has the school done to learn the current thinking 
of the community concerning goals? To "sharpen up" 
its own thinking? To inform the community of that 
thinking? 

* Are there differences in the community concerning edu- 
cational goals? 

* How are these differences determined and what is their 


nature? 
* What has been done to unify thinking and to reach 


agreements? 
What evidence of decisions concerning goals exists? 


© [s there a written statement of the school's objective in 
terms of learner behavior? 


24 FACTORS AFFECTING ADMINISTRATION 


© Is the present curriculum completely consistent with the 
goals set forth? 

* Have the teachers critically examined the educational 
goals as well as their own instructional practices and 
found consistency and compatibility in the two areas? 

° Are the rules and regulations of the board of education 
and the administrative policies and practices consistent 
with the educational goals accepted by the school and 
the community? 

Is there continuous re-examination of goals in the light of cur- 


rent conditions, so that the school remains a dynamic force in 
the community? 


* Who is involved in such re-examination? 
* What community factors have been considered? 
* Have goals been redefined or modified recently? Why? 


Knowing that long-range goals are achieved through the attain- 


ment of intermediate ones, are the intermediate goals selected 
as means to that end? 


* Does your analysis of the situation convince you that 


the intermediate goals are practical and attainable? 


* When you have achieved one goal, do you proceed to 
the next? 


Making Policy —How policy gets made, who participates 
in making it, what is done about policy after it is made, and 
how policy gets changed are all concerns of the persons who 
are affected by it. We noted, for example, that 

the Co-ordinating 


Committee of the staff in the Farmdale 
School recommend 


led to the administrati 
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about it. After a series of discussions, he requested that the 
committee of teachers present the recommendation with reasons 
[for it] to the board of education because, as he said, “You 
will be better salesman than I.” 


The observer who reported this incident expressed satis- 
faction at having had the opportunity of witnessing the initia- 
tion of policy by staff members. More exciting than that, 
however, was the willingness on the part of the administrator 
to let it be known that teachers were taking the leadership in 
the initiation of ideas that might become administrative policy. 
The observer expressed concern, however, over the degree of 
acceptance accorded the proposal by the administrator. He 
wondered whether the administrator was in full agreement 
with the proposal, and, if he was not, what support he might 
give the policy, should it be adopted. 

In spite of any misgivings one may have concerning the 
details of the above mentioned approach to policy-making, this 
staff has an attitude toward policy different from that of many 
which have no opportunity to participate in the policy-making 
procedure. Widening the base of participation in policy- 
making raises interesting issues. It constrains administrators 
to start thinking about the location of authority for decisions 
that are to become policy. This was the problem facing 
Superintendent Smith when 

a petition signed by a large percentage of the voters was [found 

to be] overwhelmingly in favor of consolidation even though 

some members of the county board of education did not agree. 

It was evident that Superintendent Smith agreed that the board 

was responsible to the people who elected it. He had given 

the people an opportunity to instruct the board. The people’s 

decision was clear. As legal representatives of the state, how- 

ever, the board of education had the legal authority for the 
decision. The board decided in favor of the people. 


In reporting this case, the project co-ordinator expresses 
doubt that the county board would have taken such action 
without a directive from the people. Did the superintendent 
recognize the people as a higher authority in this matter and 
actually usurp the authority of the board? Well, there are 
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many such decisions that must be made whenever one begins 
to consider the rights, privileges, and responsibilities of all those 
who would like to participate in making policy and acting 
upon it. - 
What is school policy? 
* How is it identified? 
* Does policy differ from rules and regulations? If so, 
how? 


Which school decisions should be covered by statutes, 
which should appear as board of education rules and 
regulations, which should be governed by policy, and 
which should be left to the discretion of those who 
execute the decisions? 

What purpose is to be served by the establishment of 
a particular policy? 

Who determines school policy? 


* Are persons who are charged with carrying out policy, 
and persons who are affected by policy, involved in de- 
termining policy? If so, why and how? 

* What are the interrelationships of teachers, parents, 
pupils, citizens, administrators, and the board of edu- 
cation in policy-making? 

How is school policy made? 


* Is policy handed down from above? 


* Does it move upward after bein 
groups affected? 


*. Are there different levels at whi 
carried out? 


E initiated within the 


ch policy is made and 


* Do provinces of authority and spheres of influence exist? 


* If such spheres exist, are they clearly defined for all 
persons affected by the resulting policy? 


* What vital decisions on policy have been made by par- 
ents? By pupils? By teachers? 
How are policy decisions recorded? By whom? Where? 
* How is information concernin 
policy communicated to those 
* Can the statement 


& current as well as new 
who will be affected by it? 


"It's against school policy" be sub. 


stantiated in writing or records open to all concerned? 
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© What new policies have been set forth during the past 


year? 
* [s there a record of the factors involved in reaching a 
decision in each of these cases? ө 


© Who has seen the record? 


What provisions are made for, and what procedures are used in, 
change of policy? 
* Have any policies been changed within the past year? 
If so, for what reason? 
* Are persons affected by policy revisions fully and 


promptly informed of the change, of the reasons for 
such a change, and of the implications of the change? 

* Did these persons gain their knowledge of the change 
by firsthand participation in the change, were they told 
about it, or did they just hear about it? 


Determining Roles.—Teachers state that a major factor in 
morale is having some assurance of what is expected of them. 
They look to the principal or superintendent for this assurance. 
This suggests that not only do teachers wish to have assign- 
ments made clear, but that they also need to have the judgment 
of “superiors” as to how well they are executing the functions 
assigned to them. This supporting role seems, then, to be a 
highly important one. 

Much confusion exists concerning the role of the principal. 
In some schools he is a clerk. In others, he is the disciplinarian, 
major “trouble shooter,” or handyman who substituted when 
teachers, bus drivers, and janitors are absent. Sometimes he 
does all of these jobs. In schools where he is “in charge of the 
building,” he may reign with an iron hand, issuing orders; or, 
he may be a democratic leader, facilitating in many different 
ways individual growth and contributions to the educational 
program. 

‘As school organization becomes increasingly complex, and 
as we continue to extend the range of participation in making 
decisions, confusion as to “who is doing what and why” is 
likely to increase unless care is taken to see that roles are 
specified. The superintendent, the secondary-school principal, 


28 FACTORS AFFECTING ADMINISTRATION 


inci i l system were 
lementary-school principals in one schoo! system ` 
Euh difficulties of this kind when the following incident 
was reported: 


A committee on faculty organization had just been ap- 
proved by total faculty action. Miss Philips, the elementary- 
school principal, didn’t quite understand what her relationship 
to this committee would be. After talking with other prin- 
cipals she discovered that they, too, were puzzled about their 
roles as well as the part that the committee would play. When 
the superintendent was asked to clarify the relationship of 
faculty committees to administrators it was evident that he was 
confused also. His best suggestion was to wait and see what 
the committee did and then they would know their place in it. 


In the enthusiasm to be democratic, committees some- 
times are formed to take over certain functions without suffi- 
cient thought for their 


adding committees often results in duplication of functions. 
Changes in structure a 


responding changes in the roles which individuals are to play. 
It seems that the i 


avoid it at every turn. 
opinions of citizen gr 
with the pressures th 
described below foun 


their school plant needs. 

a study committee; that a 
versity to help the commit 
the committee be in the 
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The study proceeded over a period of six months. The role 

that the citizens were to play was clearly defined. They were 

enthusiastic about it and did a thorough job. The board of 
education found the report quite satisfactory. They adopted 

the major portion of it and asked the people of the community 

to support the program by planning a bond issue required to 

finance it. The bond issue passed and, as could be expected, 

there were no more enthusiastic salesmen for it than those 
who served as the study committee. 

Not all problems can be as easily solved as this one. These 
people accepted their roles. Not only was the job clear to the 
citizens’ committee, it was equally clear that the recommenda- 
tions were theirs to make. In that sense they were exercising 
initiative. Furthermore, their voluntary acceptance of the re- 
sponsibility is prima-facie evidence that they wanted to partic- 
ipate. What would have resulted if certain individuals had 
decided to step outside the roles they were asked to play? 
Suppose some members of the group had disagreed with the 
others and had set up a campaign to sabotage the excellent 
work of the group. It can happen. Improperly constituted 
committees can act as opposition groups. The roles that people 
play in the administrative process undergo continuous change. 
The following questions should call to mind some considera- 
tions which are of importance to administrators who are 
attempting to improve behavior in determining and accepting 
roles consistent with the purposes to be achieved. 

What roles are involved in the operation of the school ? 

© What roles or responsibilities need to be specified? 
* [s the organization essentially authoritarian? Coopera 
tive? By whose standards? 


* Where are responsibilities placed? By whom? 
gaps in the functional structure which 


* Are there any 
need to be filled? 


i fluous? 
* Are any present assignments ог rules super! 


What are the bases for determining roles? „а 
© Do the roles fit a functional pattern in the administrative 
structure? 


* What purpose does each of these roles fulfill? 
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* How and by whom are these questions answered? 
* What is there about the school system that makes it 
operate like other schools? Unlike other schools? 
* Do the persons who have, or are affected by, these roles 
and assignments understand the basis for them? 
Have roles been determined in such manner as to take full 
advantage of the potential of all persons involved? 
* How are these potentials located or identified? 


* Is the organizational structure such that personnel 
changes may take place without disruption of the ad- 
ministrative process? 

* Are there any “indispensable” persons? 

* What happens to the operation when such persons leave 
the organization? 

Is there, or has there been, 
from misunderstanding of r 
or among whom? 


any friction or conflict resulting 
oles or responsibilities? Between 


* Is the principal respo. 


nsible to the supervisor, or vice 
versa? 


© Is the teacher responsible to the 
visor, or someone else? By whose 

* Does the supervisor help, 
What evidence is availa 
the board of education, 


principal, or the super- 
decision? 


or merely give instructions? 


parents, 
Pupils, teachers, Supervisors, and ad- 


* Can roles, assignments, and 


responsibilities be easily 
verified? How or where? 


conceived purpose. There is 
degree of accomplishment of this ; 
be observed from time to tim 
much of it is observed among 
the assumption that the co-ord 


€ within a given System, and 
Systems. This diversity leads to 
ination of educational activities 
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is geared to the administrative leadership provided in the 
situation. The frustrations that result when seemingly unre- 
lated tasks mount in number and kind plague not only the 
administrator but many others who have responsibility for the 
achievement of the goal to be reached. Yet very difficult and 
complicated tasks seem easier if their function in the total 
enterprise is appreciated. Charting the course and seeing all 
tasks in their proper perspective as activities contributing 
to the accomplishment of the ultimate objective is an adminis- 
trative challenge. In contrast to the opportunistic yielding to 
pressures that constantly arise, this is what we refer to as the 


co-ordination of administrative functions. 
In the Vanderbilt Schools the principals were in the habit 
of individually taking their problems to the superintendent. 
Not only was this procedure costly in terms of time, but it 
had resulted in certain forms of competition among schools. 
The new superintendent sensed this situation even prior to his 
appointment. Before school opened in the autumn, he invited 
all his principals to an informal administrative council to define 
problems and map common strategy. Shortly afterward this 
group became, with the addition of some teachers, the Admin- 
istrative Council for the school system. Principals and teachers 
testify to the greater efficiency of the latter method as well as 
to a greater sense of partnership in a common enterprise. 
tuation it Was discovered that, in an earnest 
work, the staff had become over- 
superintendent did about it: 


In a regular faculty meeting he said, "I have been fol- 
lowing with interest the work of both the Evaluation Com- 
mittee and the Representative Council. It appears to me (1) 
that they are doing practically the same thing, (2) the com- 
mittee membership overlaps considerably, and (3) because of 
this, both committees experience some frustration in getting 
work done. Do others of you have the same feeling?” 

The majority of the committee members gave a sigh of 
relief, were glad to know that their superintendent had sensed 
the problem, and entered quickly into a discussion of what to 
do about it. The result was that the Evaluation Committee 
was dissolved. The responsibilities of the Representative Com- 
mittee were redefined to include an evaluation function. 


In another si 
desire to put the faculty to 
organized. This is what the 
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There is also the case of the harassed principal who found 


that the order of his day was almost wholly dictated by imme- 
diate demands: 


thinking about functions in their a 
proper emphasis: 


A time analysis shows that Mr. Williams spends about 50 
per cent of his time on clerical tasks (including answering his 
telephone, keeping the records for the cafeteria, and making 
out reports for the State Department of Education); 25 per 
cent of his time on disciplinary problems (the teachers send all 
problem children to the principal); 15 per cent of his time on 
janitorial and bus services (he put in new light bulbs, super- 
vises the arranging of chairs for assembly, and sees that young- 
sters get to the bus safely); and то per cent of his time on staff 


leadership and community relations (arranging for staff and 
P.T.A. meetings). 


The following questions are designed to suggest a way of 
ppropriate relationships and 


Does the administrator see his res 
in a purposeful way, 
school and its staff? 


ponsibility for tying together, 
all of the intentions and activities of the 


* Does the staff understand the need for “pulling to- 
gether”? 
* Does the staff have a “bird’s- 


i : eye view" of the whole 
school in action? 


к ae 
Does the administrator see the necessity for positive 


leadership in planning, adopting, transmitting, imple- 
menting, interpreting, and overseeing the policies of 
the schoo}? 


* Do all persons involved see their day-to-day efforts as 
part g a comprehensive plan of accomplishment for the 
year? 


Does the co-ordination plan show organic unity? 


e i i i 
Does it permit overlapping and duplication? 
[2 1 : 
Is there waste of ume, or of human or material re. 
sources, because of faulty structure? If so, where? 
e i i j / 
Is there an effective structuring of personnel and group 
interrelationships so that co-ordinati 
-ordination of е i 
ossible? Tox 
P 
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* Does the structure make possible co-ordination in the 
early stages of work? 

* Can there be a reciprocal relating of all factors in a 
situation? 

* Does the co-ordination structure provide for assembling 
relevant facts and informed opinion? For presentation 
of facts to those who need them? For agreement on, 
and designation of, responsibility for all specific operat- 
ing duties? For communication on agreements and 
designations, and for persuasion where necessary? 


What are the evidences in this school of good co-ordination? 
Of the lack of co-ordination? 


© Is the administrator becoming engrossed in details and 
losing sight of the objectives of administration and of 


the school? 
© Are decisions based primarily on administrative con- 


venience, or on achievement of educational goals? 


* Are details taking too much of the teacher’s time? If 
so, why? 

* Js there full understanding and willing agreement on 
proposed new policy ideas and upon unified efforts to 
have accepted aims and policies well carried out? 

© Does the administrator know what kinds of subjects and 


issues are of concern to each of the several groups? If 


not, why not? 
* [s the administrator more interested in maintaining pre- 


rogatives and prestige than in team-play, partnership, 


and results? 
* Are any people working at cross- 
* [s there any evidence that co-ordination re 
between people? 
• Are conferences ever held 


purposes? If so, why? 
duces friction 


to co-ordinate efforts? 


t is co-ordination effective? 


To what exten 
e components of the educational 


© Docs it bring all of th 
program into harmony? 

* Have they been related to one another? 

* [s the “team spirit" evident throughout the school and 


the community? 


* [s a sense of collective responsibility evident? 
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* Do service functions (personnel, business, auxiliary serv- 
ices) bear constructively on the growth of individual 
teachers? 

* Are these functions helping the teacher do a better 
job? 

* Does the administrator help the teacher to use the ad- 
ministrative services better? 

What steps are being taken to improve co-ordination? 
* Is there representative participation by each of the 
several groups involved in the educational program? 


How can the necessary interrelationships of people in- 
volved be strengthened? 


When co-ordination breaks down, 
appear? 


Who assumes the responsibility for taking corrective 
steps? 


» What symptoms 


* What steps are taken? 


Are the corrective steps psychological? Organizational 
or structural? Procedural? 


Is there continuing appraisal of results a 
criticism? 


Are changes ever made on the b 
criticism? By whom? Why? 


Appraising Effectiveness.—W. 


nd weighing of 


asis of appraisal or 


€ have not been able to ob- 
systematically attacking the total 
- There are some schools that 
se of the year in which faculty 
s for the next year. Some 
ic opinion to determine what 
the people will support. Some 
oroughly the educational needs 
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Less effort is given to a determination of how well the school 
is teaching, how well the school is administered, or how well 
the community and the state are living up to their potential 
in providing appropriate educational opportunities for children 
and youth. 

In these days of lagging school funds, insufficient class- 
rooms, too few teachers, and ever rising enrollments, keeping 
pace with everyday problems is difficult of achievement. But 
keeping pace is not enough. Unless there is some means of 
improving it, the educational program retrogrades. Maintain- 
ing a good program requires that there be constant work to 
improve it. The professional staff must take the leadership in 
this effort, but others may be involved in the total enterprise. 

Perhaps this is an area in which it may be difficult to judge 
the quality of behavior until we have seen more of it. The area 
is identified because it was observed to be critical; it also has 
a relationship to the wave of criticism of public education 
through which the schools are passing. Statements about edu- 
cation have been made and are now being made without 
evidence to support them. This is one level of behavior. The 
only way to correct the situation is through the initiative of 
educational leaders who are courageous enough to ferret out 
the facts about the effectiveness of modern public education. 

‘Administrators can make a start in developing a compre- 
hensive program of evaluation by the appraisal of one aspect 
of the program. The experience gained in this undertaking 
should help in taking the steps which must necessarily follow. 

Here are three examples of forward-looking administrative 
behavior in the area which has been defined as appraising 


effectiveness: 


Case A. Superintendent Black had become aware of the 


fact that the school system and its functions were being viewed 
differently in the several sections of his district. He wondered 
whether the concept of those who were new to the community 
was different from the concept of those who had been residents 
of the district for a period of years. 

It was suggested that he was recognizing the possibility 
that certain sociological factors might be affecting the kind of 
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The results of the survey were tabulated, analyzed, and 
studied to determine what kind of program the public would 
support. This material was used to map the building pro- 
gram, outline curriculum studies, and determine the strategy 
for a bond issue campaign. The administrators, the staff, and 
the board of education agree that the activity was a profitable 
one and that they are able to operate more intelligently as a 
result of it. 


For those who are interested in improving their appraisal 
procedures, we offer for consideration the following questions: 


What is the purpose of appraisal ? 


* [s it to create a favorable impression of the school in the 
community? 

Is it to discover strengths in the school program? 

Is it to find weaknesses? 

Is it primarily to rate teachers? Administrators? 


What is appraised? 

Which of the following can, or should, be appraised: 
the total educational program; the quality and effective- 
ness of the administration and supervision of the school; 
instructional practices; pupil growth and development; 
the curriculum; school-community relations; physical 
plant facilities; business practices; employee morale; 
auxiliary services; the way in which the community is 
realizing its potential to provide educational opportunity 
for its children and adults? 

* Is the object of appraisal carefully defined and de- 
limited? 


What is the administrator’s role in appraisal? 

* Should he initiate action-research (research which in- 
volves persons who will be instrumental in getting its 
results into practices) ? 

* Does he lay any groundwork? 

* Does he do the appraising? 

* Does his responsibility end with giving tests and rating 
teachers? With submitting to the board certain statisti- 
cal reports? 

* Does he facilitate appraisal by others? 
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program which the community would support. After a period 
of discussion Mr. Black agreed that a sociological survey, con- 
ducted by sociologists from a nearby university, could furnish 
him, the board, and the staff with much information concern- 
ing how the community felt about the school. To agree to do 
this he had to get over his fears that this activity might invite 
a wave of public criticism which would be detrimental to the 
entire educational enterprise. 


Case B. Citizens’ committees in three local school districts 
co-operated in taking a community census and family opinion 
poll, making school building evaluations, and collecting finan- 
cial data from each district. Over a period of three months an 
executive committee of the three local committees applied 
themselves to the job of putting the findings into a report that 
would give an accurate picture of the situation. 

Finally, 
tions and suggestions. 
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The results of the survey were tabulated, analyzed, and 
studied to determine what kind of program the public would 
support. This material was used to map the building pro- 
gram, outline curriculum studies, and determine the strategy 
for a bond issue campaign. The administrators, the staff, and 
the board of education agree that the activity was a profitable 
one and that they are able to operate more intelligently as a 
result of it. 


For those who are interested in improving their appraisal 
procedures, we offer for consideration the following questions: 


What is the purpose of appraisal? 
* [s it to create a favorable impression of the school in the 


community? 
Is it to discover strengths in the school program? 


Is it to find weaknesses? 
Is it primarily to rate teachers? Administrators? 


What is appraised? 

Which of the following can, or should, be appraised: 
the total educational program; the quality and effective- 
ness of the administration and supervision of the school; 
instructional practices; pupil growth and development; 
the curriculum; school-community relations; physical 
business practices; employee morale; 
he way in which the community is 
ovide educational opportunity 


plant facilities; 
auxiliary services; t 
realizing its potential to pr 
for its children and adults? 
* [s the object of appraisal carefully defined and de- 


limited? 


What is the administrator's role in appraisal? 


* Should he initiate action-research (research which in- 
volves persons who will be instrumental in getting its 


results into practices) ? 
* Does he lay any groundwork? 


* Does he do the appraising? 
* Does his responsibility end with giving tests and rating 
teachers? With submitting to the board certain statisti- 


cal reports? 


* Does he facilitate appraisal by others? 
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© What responsibility does he have for providing infor- 
mation to be used in appraisal? 

* What kinds of data is the school keeping regularly for 
appraisal purposes? 

* Docs the administrator consider or provide all pertinent 
information at hand, or only that which will best serve 
his own purposes? 

* Is he hampered by his own bias, fear, or insecurity? 


* Does the administrator prepare an annual report con- 


taining information which might be used in appraising 
the work of the school? 


What are the bases of worth-while appraisal? 


* What criteria have been set up and agreed upon by all 
those who must help achieve the educational goals? 


Are the criteria based upon clearly stated objectives? 
Upon values held? 


Have school goals been stated in terms of observable 
behavior or characteristics, so that they can be seen by 
the evaluator? 


Are there meaures which can be used to compare per- 
formances with expected results? 


e? 
ershadow face-to-face relation- 


* Are the methods of appraisal subjective? Objectiv. 
* Do objective measures ov 
ships? 

What are the sources of information and ор 
which judgments are based? 

Do they include such thin: 
munity; findings of special researc! 


inion upon 


and the community; 
» parents, teachers, stu- 


dropouts, staff turn- 
ent? 


Who does the appraising? 


® Is it a one-man performance? 


* Is it co-operative, community-wide? 


? [s the appraising done b 
community, members o 
ers, parents, students, ү 
partment of Education, 


У administrators, citizens of the 
f the board of education, teach- 
isiting consultants, the State De- 
accrediting associations? 
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* What evidence have the administrator and the board of 
education given to indicate that they want comprehen- 
sive appraisal of the schools? 

* What steps have been taken to involve persons in 
appraisal? 

* [s time provided for teachers to study the results of their 
own work and of the school's efforts? 

© Have school-community relations been conducted in 
such a way as to convince people outside the school 
that their participation in appraisal is desired? 

* Does their participation in other school affairs give them 
a basis for effective participation in appraisal? 

* Have any blocks been created to hinder complete investi- 
gation and honest appraisal? If so, by whom? Why? 


What are the results of appraisal? 


© To whom are the findings and interpretations pre- 
sented? 

* Is it to persons who can make the changes necessary 
for improving the educational program? 

© Are the recommendations and interpretation made in 
such a form that they can be understood and used by 
those who receive them? 

* Are the findings translated into recommendations for 
action? 

* Is positive action taken to put recommendations into 

effect? 

Is there administrative follow-up? 

How do changes take place? 

Do changes always have to be major ones? 

by one person through administrative 


Are they made 

directive? 

Is group consensus made the basis for effecting change? 

* [s appraisal used to establish credit or blame? 

© Ts it used as a basis for termination, maintenance, modi- 
fication, or extension of policies and practices currently 
in effect? 

© What changes h 

eliminated, expa 

of appraisal ? 


ave been made, what services have been 
nded, initiated, or modified as a result 
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* What blocks to putting recommendations into effect 
have been encountered? 

* How can such blocks be removed? 

* How is progress reported? 


* Has appraisal resulted in upgrading the school staff? 
In improved school-community relations? 


Working with Community Leadership to Promote Im- 
provements in Education.—Each community has a character- 


ests. Some of these organizations 
their interests, The degree to 


ese groups greatly affects the 
ange. 


municipal, or educ 


who has a financial problem to settle knows 


tion of these "self-elected" | 
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opposition. Rather, it is due to the absense of their active 
support, and when their leaders are “lukewarm” on a proposi- 
tion the people have doubts, too. 

School administrators cannot work in a community very 
long without gaining some knowledge of its patterns of influ- 
ence. They are part of the working framework of that com- 
munity. To know that such patterns exist is not enough. One 
must know how they work and how they can be used for the 
improvement of the educational program. 

School leaders sometimes are taught to fear “men of 
influence” and the “machine” which they seem to operate. The 
implication is that decisions are “fixed” by persons who connive 
cleverly to maintain control. While there are evils of this kind 
in existence, it is a mistake to regard the existence of an influ- 
ence pattern in a community as evil. As the community grows, 
individuals and groups stand out as being highly influential. 
The individuals occupying positions of influence believe that 
their efforts are in the best interests of the community. More- 
over, the people who accept the leadership of these individuals 
have the same belief. Seldom are there admittedly selfish 
interests which prompt action. - : 

Community leaders will take leadership in educational 
matters. They represent some of the better thinking in the 
community. Facts are important to them. To lend support, 
they must be convinced. On the other hand, the administrator 
must remember that the voting power of the public is a still 
stronger influence. The people, in deciding school issues, must 


be able to make their decisions with the full knowledge that 
tain special interests that are 


these may support or threaten cer т 
also struggling for existence. To stimulate further thought in 
this area of behavior, such questions as the following are sug- 
gested for consideration: 
Does the administrator recogniz 
power factors in the community? 
* Have persons or groups who exe 
power been clearly identified? 
* How were they, or how can they, 


e the existence of influence and 
rcise influence and 


be identified? 
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* Where is influence being exerted? 
* What is the degree of influence or power being exerted? 
* For what purposes are power and influence in the com- 
munity being used? 
* What are the motives involved? 
* What are the methods used? 
* What results are evident? 


1 ity? 
What is the influence and power structure in the community? 


What is the nature and extent 
and power in the community? 


Do 


* What are the bases for Possessing power in the com- 
munity? Family traditions? Economic position? Re- 
ligious affiliation? Organizational Position? Spread of 
acquaintanceship? Patterns of interaction? 
Appointment? 

* Which have proved to be the more important? 
* Does the influence and power structure ever shift? If 
so, why? How frequently? 

* Can those who exercise inf 
adverse criticism, 


Election? 


uence and power tolerate 
resistance, opposition? 


of the administrator's influence 


* Docs it extend beyond school matters? 
* How is the administrator using his influence and power? 
* Is he domineering and selfish? 

* Is he tolerant and altruistic? 

° Has he proved worthy of power? 

* Has he won acceptance and co-operation? 

* Do influence and 


power belong to the person or to the 
position? 


conflicting power groups exist in the community? 
° Has any attempt been made t 
* How can they be identified? 

* In what matters do conflicts occur? 


* What are the psychological, sociological, 
factors involved in the growth or persist 
power conflicts? 


* How are such conflicts 
volve the school? 


o identify such groups? 


or political 
ence of the 


dealt with when the issues in- 
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© Does the administrator resolve them? Ignore them? 
Use them to his own advantage? To the school’s 
advantage? 


What is being done to turn influence and power in the com- 
munity toward school objectives? 


© What is the administrator doing to help those who are 
in positions of influence or power to gain a real under- 
standing of the school program and its needs? 


© What is he doing to help the entire community to view 
educational issues on their real merits rather than in 


terms of the prospect of their support by influential 
groups? 


© How successful has he been? 


Using the Educational Resources of the Community.— 
Educational resources are of many kinds. Schools differ more 
in their conception of what a learning resource actually is than 
in their manner of using such resources. Unfortunately, great 
numbers of people think the term “educational resources” 
refers to financial resources and to those facilities provided 
within the school building or on the school grounds. It is our 
observation not only that this concept can be broadened, but 
that it is absolutely essential that it be broadened. 

By and large, people can be helped to see the educational 
possibilities of many community resources. The fact that they 
do not see possibilities is a commentary on the manner in which 
school people have worked with the public. Little has been 
done to help the adults of the community see that children 
learn from many sources other than books. When a trip is 
taken to a factory, business, ОГ governmental agency, those who 
are involved (students, parents, teachers, and agency RIO 
tatives) must have some understanding of the purposes, cing 
served. Too often such experiences are not educative. It is sat 


that “we learn to do by doing.” However, not all es н 
necessarily learning. The extent to which children ae 7 do 
learn from community, government, business, ew s in- 
dustrial agencies is dependent upon the conceptions ot learning 
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that are promoted by the school. The availability of such 
resources and the funds to support them depend upon the 
perception of their use which people have. 


Because Superintendent Jones was experiencing difficulty 
in having both his faculty and the patrons of the school see 
the educational possibilities of certain practices in teaching, 
he encouraged the organization of a workshop on teaching and 
learning resources, Teachers, parents, board members, and 
other community leaders Participated in planning and con- 
ducting the workshop. "The success of these few hours of 
work is reflected," Superintendent Jones says, 
ing demand for consultation sery 
assist in the further planning of pr 
of resources." 


"in the continu- 
ice throughout the year to 
ojects involving a wider use 


This school now has a develo 
Sources. One division of the file lists the persons in the com- 
munity who might be called into the School to work with the 
Pupils on certain problems. Another division lists community 
agencies that can be visited in connection with certain units 
in social studies, biology, or other School subjects, 


ping file on community re- 


The resource-m: 
"lone operator." He sees the аду 


of the talents of others, Wh 
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realized. The problem is centered not so much in what the 
schools are now doing to utilize resources as in how they will 
continue to answer the following questions: 


What is an educational resource? 

* What kinds of educational resources are available? 

* What is being done to identify or locate community 
educational resources? 

* What is being done to help teachers, board members, 
parents, students, and other citizens to realize the edu- 
cational potential of local resources? 

* Have distinctions been made as to the degree of useful- 
ness of various resources? 

* [s there evidence of careful discrimination in the use of 
resources? 


What is being done to facilitate 
and nearby resources in the instrui 
* [s a resource file maintained for the use of teachers and 


students? IÉ so, are teachers and students using it? 

* Are administrative routines flexible enough to permit 
students and teachers to use these resources freely? 

* What should the administrator do to encourage the use 


of resources which are within the school? Outside the 


the use of school, community, 
ctional program? 


school? 
© What resources outsi 
could be used if available? 
© What attempts have been ma 
g used? 


de the school or the community 
de to make these available? 


How are outside resources bein 

© Do students or teachers, in groups or as individuals, ever 

leave the building during the school day to study the 
community in action? To learn from other people? 

* Do students and teachers have direct learning contacts 
with business offices, industrial plants, libraries and mu- 
seums, art and dramatic centers, farms, governmental 

other schools, etc.? 


agencies and services, homes, stores, 
ing school hours? Only after school 


* Which are used duri 

hours? | 
* What co-operatively planned working arrangements ex- 
ist between the school and outside agencies or organ- 


izations? 
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What community resources are brought into the school? 


* Are professional people, business men, public employees 
or officials, parents, tradesmen, laborers, etc., ever asked 
to come into the school to work with students and 
teachers? 

* Are students, teachers, administrators, board members. 
parents, and other citizens interested in, and sympa 
thetic toward, the use of such resources? If not, why? 


Does the school have a wa 
resources? 


y of assessing its utilization of 


* How has it determined the extent to which it is using 
the potential of its financial resources? Of its physical 
plant? Of other material resources? Of human re- 
sources, both within and outside of the school? 

* Does the school continually evaluate the use of resources 
in terms of the learning and development of the child? 


* Is some of the “using” or “doing” not resulting in effec- 
tive learning? 
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initiative. More than occasionally this group comprises the 
majority of the voters. Generally, there is a segment that 
actively supports the schools and, in most instances, another 
that registers a negative influence. Knowing who constitutes 
these groups and what factors affect their relationship to the 
schools is highly essential. 

Often the non-participators do not know how important 
their support is. They operate on the basis of opinion rather 
than evidence. Sometimes it is necessary to make a special 
effort to reach them. They depend on friends and neighbors 
for advice on critical problems. These are the people who are 
overlooked until a critical problem arises. Yeoman-like effort 
is then expended to reach them in an emergency such as arises 
When it is necessary to pass а bond issue or a school tax levy. 
Efforts to arouse disinterested persons may be successful on 
Occasions when the group which is favorable to the schools has 
influence over the disinterested group. This procedure has 
little effect, however, upon improving the general level of 


support. 
Administrators are less s 
procedures than in carrying out an 


sponsibility. This is largely an area of exp 
tation, or trial and error in most school systems. The problem 


seems to be centered about the placing of responsibility. 
Administrators shy away from asking people to participate 
in decision-making because they can see no Way in which the 
group can be held responsible if the decision which is made 
turns out to be a wrong one. Many administrators use staff 
members and citizens in an advisory capacity only. In some 
instances, however, faith in the group intelligence is extended 


to such lengths that people make important decisions even 
beyond the bounds of their own responsibility. _ 

But this is not the only problem involved in group pro- 
cedure, Administrators have long sought effective procedures 
for improving teaching or improvin 
about education in the community. Th 
Solutions has proved to be ineffective. W 


killful in the application of group 
y other administrative re- 
loration, experimen- 


g the quality of thinking 
e process of providing 
hether they be patrons 
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4 


of the school or teachers, people think and grow is = 
can accept a stake in the improvement of schools, TI xa 
is intimately connected with the responsibility whic T ey 
assume for improvement. To do what needs to be ке 
groups must see themselves as responsible participants in 
ce rie felle use of group procedures seems to depend 
more upon the application of an adequate set of criteria for 
the involvement of participants than upon any pattern, for- 
mula, or technique of operation. The variation in the effect- 
iveness of group procedures, then 
of criteria-controlled grou 
ready-made procedures. 
are: 


» seems to take place in terms 
p behavior as against application of 
Some of the criteria to be considered 


1. Recognizing the feasibility of group action 

2. Involving those who are able and willing to study be- 
fore they act 

3. Setting appropriate limits of time, number, responsibility 

4. Recognizing limitations as well a 
group action 

5. Setting appropriate ground rules 


6. Working willingly toward agreement through discus- 
sion. 


5 expectations of the 


The effectiveness of this procedure in involving staff mem- 
bers was reported b 


Y the superintendent of the Clintonburg 
School. He writes: 


The Planning Committee me 


the fall pre-school conference acc 
feel honored to sery 


mbers who were selected for 


epted readily and seemed to 
€ on the committee, 
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When asked why he was so enthusiastic about the school pro- 
тела he answered by citing a number of incidents 
which teachers and pupils were taking i i 
h te g increasingly greate 
responsibility. DE 
“Why,” he said, “take this Arbor Day program. Last 
year I just gave the students a tree to plant. They planted 
it and that was all there was to it. This year a committee of 
students planned the program under the guidance of one of 


the teachers. It was far superior to last year’s. You know, 
they really get into things when they know that the responsi- 


bility falls on them.” 
Involving people is an area of administrative behavior 


about which the following questions can be asked: 


nity involvement and participation 
d by the administrator? By the 
hers? By the members of the 


Is the necessity for commu 
in school affairs recognize 
board of education? By the teac 
community? 
© How is this understanding of need for involver 
verified? 
• Are there any clues in addition to verbalization? 
Do the beliefs as well as the practices of the admin- 
istrator and the board include any place for real involve- 
ment of persons outside the school? 


What is the attitude of teachers toward working with 
parents? Toward the parent-teacher association? 
f education and the ad- 


Do the members of the board о 
ministrator "shy away" from citizens groups? 


* Who has taken the initiative in involving people? Has 
it been the administrator? The board of education? 


The teachers? "Visiting delegations?" Pressure groups? 
Genuinely interested citizens? Parents? 
e involvement of people been 


ment 


Has a policy or a pattern for th 
established through practice? 


© What criteria have bee 


community involvement? 
© Has the school itself demonstrated successful co-opera- 
W 


tive action among its own faculty and students as a 
basis for productive community involvement? 


n, or need to be, established for 
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® What policies have been formulated, what practices have 


» by involving teachers and pupils with 


° Were the policies, decisions, or 
Portance in the operation of 
minor matters that made little 

* How successful and educatio, 
the efforts of the parent-teach 

* Have positive and Sustained efforts been exerted to 
develop staff and lay ability to Participate through 
Broup processes, 


practices of primary im- 
the school or were they 
difference? 


nally productive have been 
ег association? 


What is the Pattern of involvement? 


* Is there a tradition of 
matters? 


Is it broad? Narrow? 


* [s it active, passive, or indifferent? 
* Who continually i 


tional Program? Why? 


Docs it cons; 
х cople together and 
telling them about the school? 8 People together an 


ha > а co-operative 
mutual un Srstanding and soluti 
Problems? А i de 


nistrator volun 
Or action 


€ they undertaken, spe- 
do on behalf of the School? ki s 
at Were the results? е kinds 


T Occasions ; 


Portant to the a ministrator? 


tion? To the сїйл 


* Do People unders 


t 
d Shade and where and how they can best help 


AREAS OF BEHAVIOR 51 


2 What issues among parents are evident? Among com- 
munity groups? Among teachers? 

© What has the administrator done to help others see and 
attack important problems? 

* Are people in the community having firsthand experi- 
ences in or with the school? 

In what ways is the administrator working to broaden 
the involvement pattern? To increase the effectiveness of the 
participation? 

© What is being done to interest persons who have no 
children attending school in the total educational 
enterprise? 

© Have any of the following methods been used to involve 
those outside the school with those in the school: clari- 
fication of educational goals and planning for their 
achievement; participation in a school survey, and fol- 
lowing through on the findings; work-study confer- 
ence; advisory council; continuous school-study council; 
school workshop; adult education program; community 
use of school facilities; school visitation? 

* Does participation in school affairs and in the mak- 
ing of important decisions result in further effective 
involvement? 

© Does the administrator recognize the existence of many 
“publics” or groups? 

* Does he maintain wor 
though the more important influ 
identified and are being used? 

* Are the other community agencies dealin, 
involved in school affairs? 

© What blocks to effective participation are appa 

© What has been done to remove them? 

* Are any gaps evident? If so, can they be closed? 

— Communicating is the ebb and flow of 
feelings and ideas among people. It is much more than reading 
or hearing, speaking, writing, or depicting ae n ay 
the comprehending of whatever feelings and ideas those skills 
are struggling to transmit. It is even шо ud. 
know what consequent thoughts are provoked by that whue 


is communicated. 


king contact with all groups, even 
ence groups have been 


g with children 


rent? 


Communicating: 
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The nature of communication among teachers, t qnm 
teachers and administrators, among administrators, wi E н 
ents, the board of education, and lay groups is a © erie 
their quality of living and working together. Adminis ue 
are becoming more conscious of this problem. The increas 


i ws 
the number of brochures, pamphlets, bulletins, and even ne 
stories that come from the ad 


8 and advertising media that orig- 
€ of the necessity to vote “yes” on a 


There are, however, some 
mass media cannot be solely r 
Support for the schools. 


grounds for believing that the 
elied on in building long-term 
Informal communication is just as 
important, m the learning of skills in working 
with grou to broaden understanding of school 
problems. Schoo] publicity į unless the people 
ns are being taken 
cisions: namely, 
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teachers and principals than I did formerly.” Не said that he 


did not feel the same freedom with other people, although on 


eins kinds of problems he gets much help from persons 
utside the school. He stressed a growing confidence in the 


informal process which he called “talking it over.” 
eon administrators assume that what is clear to 
E ig у meaingful to others involved. This is a com- 
me nd one that can very easily be avoided. In one 
consultant observed that 
there was lack of understanding among faculty members as 


to what was being done by the Co-ordinating Committee and 


other subcommittees which they had authorized. After some 
examination of the situation it was obvious that misunder- 
standings were the result of poor communication. After some 
discussion it was agreed that a house organ would be developed 


to report activities of committees at regular intervals. When it 
was agreed that everyone would be adequately informed, the 
fears and suspicions that were evident at the beginning of 
the discussion seemed to disappear. 
'To improve communication, it is necessary to consider the 
end to be achieved by it. We believe that improved communi- 
cation results in improved working relationships, better co- 
Operation, and an atmosphere conducive to good work. Hence, 
the climate for the exchange of ideas, the interplay of thought 
and opinion, and the reconstruction of proposals for action are 


all part of the dynamics of group action. 


What is the purpose of communication? 
© Js it to sell the school and its program to the com- 


munity? 
* Is it to secure passage of bond issues and operating 
levies? 
e—both inside and outside 


* [s it to involve more peopl 
the school—in constructive thinking and co-operative 
action on educational problems? 
© Js it to tell people what the administrator thinks is 
“best” for them? 


t to co-ordinate the in. nal activities of teachers? 


ө [si structioi 
* [s it to keep students under control? To keep parents 


pacified? 
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© Is it to direct and control the school-community? 

Is it to permit the pupils, parents, and teachers to ex- 
press their ideas and concerns to the administrator? : 

Is the purpose of a communication clear to the receiver 
as well as to the sender? 

What is the nature of the communication structure? 


Does it result in an interflow of ideas? 
Isit primarily one-way? Why? 
Who communicates with whom? About what? 


Are they matters which teachers and parents believe 
are important to them? 


Are they matters which are important to the ad- 
ministrator? 


Does the communication encourage people at all levels 
of operation to participate in decision-making and 
implementation? 

Do all communications, both outgoing and incoming, 
“bottleneck” by going over one person's desk? 

Does the school have a variet 
Systemwide relationshi 
worthy workers? 


How does the administrator envisage his job in com- 


munication? As one of complete control? As one of 
co-ordinating and expediting? 


y of channels involving 
Ps among capable and trust- 


What means of communication are being used? 


% Are they verbal? Non-verbal? 
* Are they formal? Informal? 

Are they one-way? Multi- 
Which ones are relied u 
administrative responsibil 


Are there informal Occasions when the staff and others 
talk freely about things that are not immediately pres- 
sing and may not be of great consequence? 

Does this result in freer talking when the subject under 
discussion is Important? Are there Opportunities to 
resolve differences in small groups? 

How effective is communication? 


directional? 


pon most heavily in fulfilling 
ities? 


* Has it resulted in a unified and integrated organization? 
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* Does it provide both the feeling of knowing and the 
actual knowledge of what is going on in the school, 
among pupils, among teachers, among administrators, 
within the board of education, in the community? 

© Does anything happen at the receiving end after the 
communication? 

* Are pupils, teachers, parents, 
education, and citizens able t 
all he needs to know? 

© Can the administrator tell these persons all the 
to know? 

• Arc differences being 

* Are main ideas “getting th 
communication breaking dow: 

* Are the means of communicati 
effective as when they were first used? 

© What relevant evidence can be cited? 

© Do staff members see the necessity of contributing their 
special skills and knowledge to the total communica- 

it is to be most effective? 

ore effectively? 


munication been 


members of the board of 
o tell the administrator 


y need 


resolved by "talking it ош”? 
rough”? If not, where is 
n? Why? 


‘on now being used as 


tion operation if 
What action is being taken to communicate m 
* Have any blocks to effective com 


identified? 
© What has been done about them? 


nd encouragement for initiating new 


* [s there freedom а i Ming n 
devices and channels? For modification or elimination 
of ineffective or outmoded methods? 


* Are insecure people given an opportunity 
iometric or status 


in groups of the same soci s ] 

they may gain security and try out ideas in a 
setting? 

* Do all persons W 
present-day necessity 


to be heard 
level, so that 
friendly 


working in the school understand the 


of effective communication? 


CONCLUSION 

School administrato: 
the quality of behavior is СІЧ 
tioned areas varies amon. 
tion in the degree of importance 
to time within the same syste™- 


rs will find that the degree to which 
cial in each of the above men- 
ystems. There is also varia- 
e these areas assume from time 
No attempt is made here to 
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measure the extent to which behaviors in the areas may be 
critical in any particular school system. Such an assessment is 
part of the administrator’s responsibility. Nevertheless, the 
listing of the critical areas and questions raised within each of 
them may help administrators who wish to appraise and 


improve the quality of leadership in the school systems they 
serve. 


CHAPTER III 


FACTORS AFFECTING THE QUALITY OF 
ADMINISTRATIVE BEHAVIOR 


T! i : 
e D be of behavior in the nine areas discussed in the 
da d ар er is not dependent merely upon the employ- 
xii: da мег йа techniques. No formula can be applied 
initis int ms that good behavior will result. Chapter II 
аен жесен to be effective, requires high-level 
on ied Я analysis coupled with all the creativity, imagi- 
наг = y t; judgment, co-operation, and courage to act 
E umor си іп the situation. When the educational 
fects oF n e pes in achieving its purpose and meeting the 
ns ur children and youth, the school administrator is 
ivator and organizer of the mechanism, which is "cus- 


tom-| Jen . . 1 
B for the community 1n which he works. 
t is necessary for persons in the school-community to 


unde . s ; 
rstand that certain kinds o ve behavior are 


exusta] f administrati 
ial characteristics of this total mechanism. It is equally 
the situation 


im : 
portant for them to understand what factors 1n 
havior. Behavior isn't solely a 


osea modify this behavior. t solely 
боп dor chance. There are certain reasons for 1t; certain 
ist ale ns are antecedent to it. The purpose of this chapter 
е € some of the factors our point of 
ien) о affect behavior !n eac of admin- 
ive behavior. 
The factors affecting ad 


that seem, from 
of the nine areas 


ministrative behavior are: 


Interpersonal: 
the school- 


Beliefs and attitudes 
community about: 

1. the purpose of e 
the function of administra. 
the exercise of authority 
ction 


of individuals in 


ducation 
tion 


м co-operative a 


+w BN 
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5. the nature of change 

6. the finality of solutions to problems 
Basic abilities and understandings of individuals in the 
school-community: 

7. intellectual ability 

8. self-awareness 

9. professional knowledge 

10. professional skills 


11. physiological condition 


Intellectual. processes characteristic of individuals in the 
school-community: 


12, situational diagnosis 
13. the problem-solving approach 


14. the sequence or cycle of administrative ey 


ents 
planning 
deciding 
managing 
appraising 
Social-psychological factors of individuals in the school- 
community: 


15. the drive or need to succeed 
16. adherence to a 
individual 
17. the relative urgency of im 

long-range goals 
18. perception of self 


19. perception of others 
20. 


Principle or commitment to an 


mediate pressures and 


Perception of conditioning factors 


21. emotiona] resilience and vel 


rsatility 
Environmental: 


Community expectations and traditions: 
22. educational values held by People in the 
community 
23. nature of leadership in the 


24. provisions made for the us 
and material resources 
25. the st 


community 


€ of civic, human, 


atus of school board membership 
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Community characteristics: 

26. the quality of family life 

27. transitional nature of the community 

28. physical and material resources of the community 
the composition and character of the population 
the dynamic character of community organizations 
and associations 
spiritual and religious institutions in the 
community 
32. complexity of busin 


development 
the nature of community service organizations 


power conflicts in the community 
vision made for the welfare of youth 


29. 
30. 


31. 


ess, industrial, and labor 


33. 

34 

$3: pro 

36. the impact of outside communities 

37. the statutory provisions for school district 
organization and control 


The questions we have tried to answer as a result of the 
investigation are illustrated by these queries: If communica- 
tion is ineffective, why? If it is effective, what has made it so? 
Similar questions might be asked about behavior in each of 
the nine areas. Inquiries of this kind prompt the investigator 


to propose hypotheses to be validated. For the moment, let us 
unication. One can look 


consider the roots of effective comm І r 
for variations in the sender of the communication himself. 
Variables may also be attributed to the receiver. The choice 
of a medium of communication is important, as 1s the way 
in which the medium is used. (Something may have gone 
wrong with the mechanism through which the communication 
is sent. The climate for communication may have been such 


that no mechanism would work very well.) ! | 
үе” discover the location of vari- 


Th suggest that to tion 
ables pe pm the quality of communication, one 
may need to look in a combination of places. ма 
tion related to educational administration, one mig Ту de 
causes of success or failure in the administrator himself, in the 


me ups for whom the 
receptivity of the teachers OF other group 
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unication was intended, in the form or the nature of the 
ae in the skills displayed in conveying it, in the manner 
m with communications are transmitted from sender to 
обе and in the general habits, attitudes, NUM 
and commitments which surround and encompass commun 
cation at a given time and in a given setting. 

Investigators on the staff of the t emis Tin 
opment Study have engaged in just this kind of probing E 
the location of variables in the quality of administrative be 
havior in each of the areas described in Chapter II. In general, 
it appears that such factors are located in (1) the administrator 
ith whom the administrator works, 


the school-community, and/or (6) the physical characteristics 
and legal provisions of the community itself, 
Further anal 


ysis indicates that the factors which condition 
the administrator's b havi 


| Organization, cultural setting, and phys- 
ical and legal framework are, on the other hand, environmental 
conditions, They are i 
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INTERPERSONAL FACTORS 


| Interpersonal factors are operative in and among indi- 
viduals. As factors, they include beliefs, values, attitudes, per- 
ceptions, habits, motivations, skills, and understandings. They 
condition the behavior of the administrator, the teacher, the 


board members, and the other groups and individuals who 
e educational program of the community. 


participate in th 
BELIEFS AND ATTITUDES OF INDIVIDUALS 
IN THE SCHOOL-COMMUNITY 

The writers of antiquity remind us that “as a man thinks, 
so is he”; that thoughts (or outlooks) excite or inhibit action; 
that the mind is capable of great understandings and equally 
great misunderstandings, and that behavior is influenced by 
these understandings. The way a man regards what he knows, 
the concepts he holds, and his attitudes toward himself and his 
associates are forceful determinants of behavior. 

An analysis of administrative incidents such as the follow- 
ing? convinces us that beliefs, values, and attitudes are impor- 
tant forces in shaping behavior. Intelligent. administrative 


leadership operates on the principle that changes in beliefs, 
values, and attitudes will change one's conduct of affairs. 


Many of the beliefs, values, and attitudes which come into 
play involving school problems were 1n evidence in one county 
where the State Department of Education had decided to 
revoke high school charters in three of the. school districts. 
While the authority of the state was recognized by some of 
the school patrons, solid resistance to conformity with p 
regulations was in evidence. Communication between the 


State Department and the representatives of the school dis- 
tricts was breaking down at the time assistance from S.C.D.S. 


was requested. x 
Having been convinced that the people in the sc pal diy 
tricts would make an honest study of the situation, SODS. 
requested that the state grant a year of grace. The request was 
de of many people. 


honored. This act alone changed the attitu 
6 Millard Z. Pond and Howard Wakefield, Citizens Survey Their School Needs. 
2 x " (yen Ў 
College of Education, The Ohio State University, 1954- 128 pp. 
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Some individuals who had declared vehemently that they 
would not consider any solution othe 


г than retaining their own 
high school actually began to participate in a survey of school 
needs. 


Sufficient time was giv 


en for a thorough study. People 
were asked to resist the te 


Mptation to jump to a conclusion 


atively, 
An analysi ОД 
where we кА many incidents occurring in the centers 
av ; ; 
beliefs: 8ave evidence in Support of the following 


usually difficult г ү бшш that сап be developed. It is 
о mmon set of beliefs, Many 


to earn a living when th 
able and want 


is capable of el 
that it has a re 


and somehow prepare 
that is, provided they are 
believe that public education 

living in a community and 
ding all children and youth 
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with experiences through which they may come to understand 
their privileges and obligations as citizens of a democracy. All 
shades of these attitudes and opinions are to be found among 
lay citizens, teachers, and administrators. What goes on in the 
school is often the common denominator of the various posi- 
tions taken. This represents the area of agreement. Whether 
or not leadership is given to thinking about the role of the 
school in our kind of society depends in large measure upon 
a recognition of the need for such deliberation by some group 
that is willing to initiate action. Sometimes citizens are more 
active on this front than administrators and other members of 
the professional staff. 

The Function of Administration—It is widely accepted 
that the major function of educational administration is to 
provide the best possible program of instruction for children 
and youth. All other functions are subordinate, and must be 
planned and carried out in such a way that they contribute to 
the achievement of this end. Functions classed under such 
headings as staff personnel, pupil personnel, plant manage- 
ment, finance, and public relations must, according to this 


concept, make their appropriate contributions to the educa- 
ls that certain func- 


tional program. However, experience revea д 
tions sometimes become ends іп themselves, or, in some 1n- 
stances, competitive functions. |! 

The tendency toward specialization of function seems also 
to produce a certain amount of autonomy of function. Special 
staffs are built to carry out particular duties or responsibilities. 
The degree of integration among them in achieving a common 
purpose varies greatly from one school to another. 2s would 
appear that the size of the school may have some effect upon 

lace. One assumption 


the e hich integration can take p 
n 5 that lack of relatedness 


which i e in this connection 1s Д 
is bere large school. Our observations Be се 
belief, however, that school systems of all sizes E т кн 
in respect to integration. We have found both зры ап arge 
systems where functions are well uper Ju pe other 
systems, big and small, where they are poor: y unified. 
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There are two potential causes of lack of integration: 
(1) a fundamental misunderstanding of the functional rela- 
tionship, and (2) a tendency to assume that, as school systems 
grow larger, separation of functions is inevitable. | 

There is a persistent and widespread belief that the admin- 
istrator performs his functions largely within the school build- 
ing. The concept is just beginning to emerge that he is a leader 
of thinking about education and an organizer of action re- 


quired to realize the educational ambitions of the people of 
the community. 


The Exercise of Authority. 
and citizens believe that authori 
in the state and is delegated to 
turn, pass it on to superintenden: 
and adults of the community, ri 


—If administrators, teachers, 
ty for public education resides 
local school boards which, in 
ts, principals, teachers, pupils, 
esponsibility for behavior fol- 
and, it is believed that the citi- 
are the highest authority, a 
tablished. Furthermore, one 


In one situation where the high school charter was in 
question, we witnessed 


: a struggle for power between two 
groups holding discrepant beliefs, 
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xed. Accepting the fact that there 
bout it is difficult. Yet, resistance 
thority often blocks 


sonnel) are rather firmly fi 
are various ways of thinking a 
to a reconsideration of beliefs about au 
opportunities to solve problems co-operatively. 

‚ Co-operative Action.—Beliefs in regard to co-operative 
action are closely related to those previously mentioned. 
Whether administration is a series of chain reactions which 
emanate from a single directing source, or whether it encour- 
ages group thought and performance, and marshals these in an 
organized program of action, is dependent upon the prevailing 
conception of how work is accomplished. 

We have found, for example, that some teachers accom- 
plish more when they are explicitly told what to do, even 


though it is generally accepted that telling is ineffective. They 
expect to be told. They are lost when they are not given 
em in decisions about their 


specific assignments. Engaging th ut th 
responsibilities offends them. Other teachers resent directives 


and carry them out only halfheartedly. Many teachers grow 
in professional competence as they participate in decision- 


making. 

Likewise, administrators differ in their beliefs about who 

should be included in decision me superintendents 

and principals consider it a sign О enlist the help 

of faculty or citizens in the solving 0 Others would 

like to do so, but find the process inefficient in terms of time 
on solu- 


and energy spent. There are some who want to vote 
tions to every problem that arises. This spreads the responsi- 


bility for the decision and takes any resulting pressure off the 
administrator. Finally, in some instances, administrator, их 
found a way to capitalize on the reservoir of ШЕШШ pa 

within the group in making better decisions than would 0 er- 


making. So 
f weakness to 
f problems. 


wise have been possible. 
The commitment of members of à group to carry out a 
made and which they respect as 
operative 


decisi i 1 

on which they have А 
ces in Co- 

superi -— ne of the strongest for Ё 

регіог to others 1s ОП d the commitment to 


action. This respect for а decision—an 
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it—does not result merely from the pooling of opinions. It is, 
rather, the result of an honest endeavor to think together in 
all the problems that confront the school. 

The Nature of Ch 


evitable and should be planned for js 


Y saying "we worked that out 
Ше tO see practices vary. 

oie pen x com “tested ways? Frus- 
w when the security of accepted practices is 

to tradition is evident in 


FACTORS AFFECTING BEHAVIOR 67 


istration is that, among patrons of the school and the profes- 
sional staff, both kinds of individual are found—on the same 
staff, in the same P.T.A., and on the same school board. 


BASIC ABILITIES AND UNDERSTANDINGS 
OF INDIVIDUALS IN THE SCHOOL-COMMUNITY 


Democratic nations are distinguished from autocratic ones 
by their faith in widespread participation in co-operative plan- 
ning and action which is based on the application of facts and 
intelligence to the problems that arise. This conviction makes 
it imperative that intelligence actually be brought to bear on 
problems. We capitalize on all the “know-how” we have 
accumulated or can acquire through organized and systematic 
investigation. Leadership has the responsibility of directing 
intelligence to the problems at hand. No group rises above the 
level of the intelligence and understanding of its members. 

It is only when one observes a variety of administrative 
situations that differences in ability and understanding become 
apparent. One project alone involved interview and observa- 

Jenkins and Blackman pre- 


tion in forty-six different schools. 
sent behavior descriptions of four principals involved.’ Two 


were among the best in the group. Two were rated as poor. 
ility were used in making the 


While no measures of mental аЬ 
that differences in proficiency 


ratings, one gets the impression en 
and competencies exist, whether these be due to mental ability, 


professional knowledge, or professional skill. One of the out- 
standing differences in ability was in the area of human rela- 
tions. The two good principals were definitely more adept in 
the conduct of human relations. They had greater sensitivity 
to the feelings and desires of faculty members than did those 
who ranked at the lower end of the scale. Differences were 
also noted in personal adjustment, in communication with the, 
staff, and in the climate provided for staff work. 
Garland observed a number of school administrators in 
"ома н. ek, and ae A Bae е оГ оиу Бе 


Administrative Behavior,” 
velopment Study Series. 
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terms of certain success criteria." His observations indicate m 
standing differences in their personal adjustment, their ai ^ 
tation to their work, and the professional competence 5 pes 
they displayed as they went about their tasks. He n 
attempt to attribute causes, but his behavior descriptions etray 
differences in ability, professional understanding, 
sional skills. | | 
While a number of studies hint at differences in behavior 
resulting from variance in energy quotient, the best evidence 
of such variance is the greater effectiveness of teachers in plan- 
ning when time is given for this purpose. All co- 


centers were asked to provide some time within 
schedule for teachers’ meetin 


activities designed for in 
that these efforts were m 
than when teachers we 


and profes- 


operating 
the work 
85, committee work, and other 
-service growth. All schools reported 
ore successful under this arrangement 


те required to fulfill assignments on 
their own time (in addition to carrying the regular professional 
load). Undoubtedly, this increase in effectiveness is due in 
part to improvement in morale: both teachers and adminis- 
trators perceive a difference resu 


ling from conservation of 
energy. 
The followin 


g factors are 
miners of quality 


Proposed as important deter- 
in administrat 


ive behavior. 


—The leader should be among the 
ers of the group. More than that, it 
takes a very understanding individual to recognize the intel- 

a group and at the same time to 


nt ore understanding teachers, board 
members, or lay citizens. Th 


dom rises above th behavior exhibited by 

erefore, it should not be expected 

that others who Participate in the administrative enterprise can 
8 Walter Garland, 


"An Identification of Success Criteria į i Imin- 
T ЖЫ. 1 ES Д Titeria in Educational Adm 
istration,” unpublished Doctor's Dissertation, The Ohio State University, 1954. 
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do so beyond their levels of insight and understanding. This 
would justify, it seems to us, variations in the kinds of partici- 
pation according to ability. 

Self-awareness.—Knowledge of self is important to an 
administrator. It helps him avoid doing things which others 
can do better. An administrator cannot perform all the details 
of administration. The participation of others in the admin- 
istration of schools comes through delegated functions. The 
people in the community can sometimes do things for them- 
selves better than the school superintendent can do for them. 
There are teachers in the school who can, in given instances, 
present a school problem to the board of education better than 
the superintendent can present it. For the sake of the school, 
it might better be done that way- 

Teachers, board members, and citizen participants can 


perform their functions more effectively if they recognize and 
well as within their strengths. 


live within their limitations as 
ion consists of a battery 


The team approach to administrat 
of strengths and competencies built around more than one 


personality. и 

Professional Knowledge—A vast store of professional 
knowledge has been accumulated in the field of education. 
This knowledge covers a long list of topics ranging from the 
psychology of learning to the proper design and construction 
of buildings to facilitate learning. It is no longer possible to 
ignore technical knowledge and skill in building and main- 
taining a modern educational program. As the range of par- 
ticipation in decision-making is widened, provisions need to bc 


made f ication of knowledge. It may be necessary 
adig ac ween decisions that should be based 


to distinguish clearly bet 1 
оп professional knowledge and decisions that can be made 
upon the judgment of t have this een 
The quality of involvement uy some eal r 
the dilemma. If lay peop ling to recognize Or 

to understand the signifi hnical and profastona 
knowledge in coming to ning a E eel 
matters, they can hinder progres 


cance of tec 


decisions concer! 
5 tremendously. 
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responsibility of administration to build awareness of the sig- 
nificance of such knowledge and how it can and should be 
used in making decisions, 


The necessity of utilizing a wide range of resources is 
evident. No single administrat 


the professional knowledge available. He has resources in his 
teaching staff, administ 
university and state de 
riculum materials and 


knowledge is equally as important 


Being able to talk about how to 
n teaching, but the skillful teacher 
É what he is doing. This is true of 


Physiologi 25 А : 
P. ogical Condition —Health 15 essentia], The effect- 
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Even among those who apparently are healthy there are 
variations in the amount of energy which can be applied to 
professional tasks. Tired teachers and administrators meeting 
together to solve professional problems at the close of a trying 
day in which their energies have been practically exhausted 
accomplish little. Time for improving the effectiveness of the 
program should be taken when the entire staff is at a reason- 
ably good level of efficiency. Many teachers’ meetings are 
ineffective because they occur at a time when the efficiency 
level is lowest. 

Variations in physical stamina and mental strain—the 
energy and endurance required for the job—are seen among 
different individuals. This qualification of leadership is also 


dependent upon the energy potential. 


INTELLECTUAL PROCESSES OF INDIVIDUALS 
IN THE SCHOOL-COMMUNITY 

A public opinion poll in one center, a 
second, a sociological survey in a third, and a study of the 
power structure in two communities are our best examples of 
situational diagnosis. All of them have uncovered facts that 
have been helpful in improving the school program. The 
opinion poll revealed the limits within which public d 
would be given for a bond issue. The citizens survey provide 
the community understanding that resulted in a consolidation 
of districts to pool resources in improving the school yr 
The sociological survey has indicated differences n is Hs 
among groups of people who are affected differently by the 


i in the future 

ttis TEM ; e has 

development of the schools. ( е 

been instrumental in sensitizing 2 

of local machinery being Oot in nity is affected by 
ional program i 

The eee Em dministrator, the teaching staff, 


the intellectual efforts of the ЗОШ Pio pu 

and the residents of the x It Har not only an 
s al alle ! 

work is an administrator $ © E but also of how the 


understanding of what the potential is, 


citizens survey in a 
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various forces present in the situation can be geared to operate 
effectively in a single program. Three processes have come to 
our attention as important determiners of the quality of such 
behavior. These processes are: (1) situational diagnosis, (2) 
the problem-solving approach, and ( 3) the sequence of admin- 
istrative events. 


Situational Diagnosis —Extreme Variations are noted in 
individual ability to size Up a situation. Some persons have an 
uncanny “radar” 


T system which reflects what is going on. They 


he nce seems to be in the relative keenness 
of mental vision and the ability to relate events. 


Most administrators either do 


esources are not being tapped. 
ens even being tap 
n every case where help was Provided in diagnosing the 
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oped, administrators need instruments by which to detect the 
Presence of the interpersonal and community factors that are 
affecting behavior. Here is one place where social scientists can 
be of tremendous help in improving educational adminis- 
tration. 

The Problem-solving Approach.—No school system is free 
of problems. Systems differ to some extent in the kinds of 
problems that arise and the methods that are employed in 
solving them. In one county we observed that individual 
schools recognized the need for special services—health serv- 
ices, guidance and psychological services, curriculum materials 
libraries, special educational programs for handicapped chil- 
dren, etc. None of the schools required full time services. A 
survey was made of the needs in the entire county, including 
a city system, an exempted village system, and the county local 
Systems. When the needs were determined, an assessment was 
made to find out what kind of program could be established 
through the pooling of resources. The children of this county 
are being provided with several new services. Contrast this 
with so many other school systems that are waiting for the 
state department of education or the state legislature to solve 


their problems for them. 
One superintendent of scl 
problem of getting his comm 


for new school buildings called toge ducks 
munity's leading citizens. He made it clear that, in view o 
pulation, some immediate as well as 


the rapidly increasing po 

long-range planning for school facilities s be needed. o» 
explai the possibility o securing a protes- 
Pius dnt Ge eer ince the quality of the 


sional survey team to do the job. S 1 
educational system vitally affects the total community; he 


iti i d in 

thought that perhaps the citizens would be intereste: 
making the dy with professional help. The local group 
received the suggestion with enthusiasm. 
Asa wir the study, they expressed a need a. 


4 ; Ў 
tional buildings, improvement 1n the peu abi ss 
increase in teachers’ salaries. They studied the eco p 


hools who was faced with the 
unity to understand the need 
together thirty of his com- 
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ity for schools and compared the present effort m 
capacity. The results were amazing. Not only was the es - 
for buildings determined to the satisfaction of the administra s 
and professional experts in the field, but this group became 
excited with the findings and assumed the leadership necessary 
to help the general population to understand the need. ws 
trast this with instances in which administrators have attempte 
to sell a plan of their own to the community. " 
Examples of effective problem-solving have followed this 
cycle: situational diagnosis, problem identification and state- 
ment, hypotheses concerning approaches, assessment of per- 
sonal resources, study under professional guidance, and recom- 


mendations based upon an analysis and interpretation of the 
facts determined by the study. 


The difference in the 
in the co-ordination of ad 
the improvement of 


problem-solving approach as well as 
ministrative events is clearly seen in 
procedures employed by administrators 
with the assistance of our project co-ordinators. Records kept 
over a period of two years show (т) more businesslike pro- 
cedure in working with the board of education, (2) better 
planning for faculty meetings, (3) increased involvement of 
citizens in planning and studying school problems, (4) wider 
utilization of resources both from within the community and 


from outside, (5) an increased sense of accomplishment on the 
Part of the professional staff in achieving the purposes of 
education, 


tive actions: planning, deciding, managing, and appraising: 
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ба л мнн S act is not complete until all four steps have 
dee S e co-ordinating behavior of which we spoke 
Cae esults at least in part from the effectiveness with which 
€ four phases of the administrative task are geared together. 
A brief explanation of each may be in order. 
a. Planning. Educational administration, like the situa- 
is always on the move. It moves 


tion of which it is born, 
either deliberately or aimlessly. ‘Administration should be con- 
dministrative situations the 


stantly looking ahead, In some a 
n for improvement of the 


foresight is prompted by a concer 
educational program to raise the level of living and is char- 


acterized by long-range plans, fact-gathering, predicting, and 
testing. 

One’s objectives have some bearing upon what is planned. 
Administrators may be clas ‘fed in terms of the 


si kinds of 
things for which they plan, such as teachers’ meetings, board 
meetings, meetings with parent 


curriculum study, studies of 
child growth and development, $ immunity resources, 
studies of space utilization, and f budgetary 
needs. Differing solutions in pro when, how, 
and with whom to plan, result i ations in 
practice. 

b. Deciding. Making choices in terms of ү 
working, ideas, goals, and materials is ап administrative IC 
sponsibility that cannot be avoided. Choices are always limited 
by the situation—the financial status, the supply, adequacy 1n 
terms of functions, etc. The task involves making judgments 
pertaining to administrative personnel, instructional personnel, 
non-instructional personnel, instructional and non-instructional 
materials, and proposed plans and procedures to be used in 
subsequent activities. 

Whether the administrator is 
or involve others in making it, 
This is the decisive step in taking ac! 
often easy alternatives © good and ba i 
be made and the criteria that are used become important. i 

c. Managing. Managing in educational i und 
falls into two classes; namely; that which deals wi ings 


and that which deals with people- Pe 
In aie бт group are such matters as: (1) co-ordinating 


educational activities, (2) preparing and distributing IHR 


5, 
tudies of со 
determination o! 
blems of what, 
n widespread vari 


persons, Ways of 


e choice himself 


the choice must be made. 
tion. The choices are not 
d. But selections must 


to make th 
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(3) expediting the communication of Pe xe m: 
(4) preparing reports, (5) managing the transportatio! КА 
tem, (6) helping to prepare the annual budget, (7) presenting 
the annual budget, and (8) controlling expenditures within 
the budget. . 

The second group includes: (т) developing working re- 
lationships with administrative personnel, teachers, non-teach- 
ing personnel, the board of education, lay persons and groups, 
fellow administrators, professional organizations, students, mass 
media agencies in communication, and consultants; (2) par- 
ticipating in group action for the purpose of leading staff 
meetings, sharing ideas by discussion, reaching community de- 
cisions, and conferring with parents; and (3) maintaining staff 
morale and providing time for committee work. 

"This is where the act goes on. No matter how poor or 
excellent the planning, no matter how appropriate the choices 


of personnel, plans, or procedures have been, the operation 
must be guided, managed, executed, controlled. Often this is 
mistaken to be the exte 


nt of administration itself! The factor 
Which differentiates among administrators is the degree to 
which managing is integrated with the other phases of the 
йине act—whether or not it becomes the dominating 
phase, 


d. Appraisin 


} g. Educational administration in action must 
include appraisal, The public is constantly evaluating, and 


- Making assessments on 


Program, (7) school board proce- 
dures, (8) administrative Procedures, (9) cost of education, and 
(10) the effect of education 


on living in the community. 


SOCIAL-PS YCHOLOGICAL FACTORS OF 
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which i 

А ме і 

о pe to these terms 1s more popular in usage than it 
hnical in character. Drives, urges and commitments all 


fall i ; 
T2 Eo general classification of factors. 
is difficult to speak of evidence without referring to 
individuals involved. 


ac e 

ано that may reflect upon 

ауто. а that these factors are most observable in the 

Biting c£? = ited in pressure Or emergency situations. Exhi- 

MSN үре when decisions go the wrong way, the 
ompromise 1n the face of pressure; using the 


authorit В 
у of one’s rank where n has failed, 


ibtigining th ik wh the power of reason has 
metior fone "i opposition is greater than it really is, failure to 
aan ax га criticism, and lack of faith in the intelligence of 
Soares рене on the negative side. The exhibition of 
tithe y an resourcefulness in meeting critical situations 15 
4 on the positive side. 
Mina T Drive or Need to Succeed Desi 
hat нн. of importance for society seems to be some- 
teaches aracteristic of professional persons. Administrators, 
, and even board members 5—6 ant to be looked 
i ows regard 


am as having achieved so 
а See while. The symbo 
ce 9 Sometimes it 
this rd. If pleasing the board is rewar 

may become the symbol of success. 


trat : Я 
ог may result іп а promotion; hence, 
ool building can 


desired objective. 
eee an attractive and functi а oe 
educati the symbol of great personal pride for ard, 
tion or an administrator. e consolidation of districts 
tik ba attraction of pupils neighboring districts 3 in 
shi manner become personal achievements Winning scho'ar- 
p tests, or having а winning team» band, ог chorus can 
Produce a similar effect on а C? ity | 
eae need to succeed is strong: care rM 
es ces, not only by the values he ? у es aed 
те 1р involved, but by the nature of the re 
ceived from the profession at large 4 


ing to be successful 


the nature of the 


ded by a salary increase, 
Pleasing the adminis- 
this may become the 
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in particular. These rewards may be in the form of шшш 
approval, raise in salary, extension of contract, кешш 
community groups, promotion in a professional organization, 
election to office, promotion to new position, public recogni- 
tion, or similar expressions of approval. à 
Adherence to a Principle or Commitment to an Indi- 
vidual.—Administrators, board members, teachers, or other 
persons responsible for leadership in different aspects of the 
school's program sometimes feel compelled to make СШ 
ments to particular individuals. On one occasion, it was note 
that the president of the board of education felt constrained 


to give a number of his neighbors assurances as to the site of 
a new building. This was prior 


bond issue was to be decided. 


Which one member of the board seems to wield considerable 


ptation for the superintendent 
edingly strong. | 
ocal boards of education the 


ers to the same way of behaving is even more 
difficult. 
The Relative Urgency of Immediate Pressures and Long- 
ge Goals —A characteristic diffe 
tion of schools can be observed in the Priority given to tasks. 
In some cases, the school Ne crisis to another. In 
other schools, problems of a sim; 


reach critical Proportions, 
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Charti ; 
rting a course for the future requires long-range goals. 
jew as decisions are made. 


ney must be kept clearly in v 

Б “se be folly, however, to assume that no storms will arise 

dem Du well-guided program temporarily off course. Ade- 

ie ist dá po makes provision for unforeseen circumstances. 

вона t E of planning which helps to keep distant goals 

rc w ile temporary problems are being solved. It forces 
onsideration of the solution of temporary problems in 


terms of the charted course. 

is A seems to be one extreme of this variable in 

oe vior, and rigid adherence to pre-established goals without 
onsideration of their appropriateness is the other. 

ad Perception of Self —We have already spoken about knowl- 

ge of one's self. In addition to knowing 


Rm about his limitations 
ability, professional knowledge; and need for assistance from 
en to an a 


Others, attention should be giv ssessment of drives, 
ee ambitions, feelings, fears, motives, sources of happiness, 
satisfaction, including perceptions of how to modify self. 
Why does one want to participate in administration, 
reed he be teacher, layman, i t? What does 
Tus to accomplish ? The busybody w 
citizens’ committee docs 2 different kin 
done by the genuinely interested participant- 
member who seeks his position 


D office will expose hi 
he teacher who wants to be an administrator, 


has failed in his attempt (0 become an admini 
teacher who has no administrative ambitions will play different 
i Administrators, em- 


roles in the administrative situation. 
s to success: 46 : 
articipate 1n 


"as sec different ladder 

verybody who seeks j 
administration might well ask himself eriodically what his 
motivations are. This may not inge ulterior 
motives. On the other hand, it may be о hich he 
can help himself to see how others may b 
A АЁ erceptions of Other: _—This bears à close rel 
liefs about co-operative action and the degree to 


e viewing him. 
ation to be- 


which fellow 
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workers are accepted. It makes a great deal of difference 
whether the administrator or the board of education is willing 
to permit the faculty to work out an independent solution for 
certain problems or whether they feel that they must have a 


hand in the decision. What is decided on this issue is partially 


a reflection of the competence of the staff as well as a matter 
of belief. 


What we are talking about here is not so much a matter 
of the official task to which a 


3 
Cxpect of administrators, gop А, differ in what they 
* Someti Р 
unreasonable. There are instance: these expectations are 
the administra 
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leadership? And do they accept for themselves the responsi- 
bilities that will fall upon them when such is the case? Or, do 
they see administration as a kind of mechanical operation that 
is neutral in terms of direction, purpose, and achievement. 
According to the former view, people are constantly held 
to their responsibility to define their functions, evaluate their 
services, and seek to improve their actions as new insights and 
understandings are obtained. The latter view assumes that 
the methods of teaching school are pretty well determined, 
that school administration is the application of certain learned 
skills, and that the main responsibility of administration is to 


see’ that the machine runs smoothly. 

Perceptions of Conditioning Factors.—What people see as 
making a difference reflects the values they hold. It seems 
pertinent to ask what school people think are the chief deter- 
miners of a good program. This is often reflected in the 
records they keep, the kinds of behavior and achievement they 
reward, the kind of testing program; the grading system, and 
the methods they use to maintain discipline. — 
_ Do people understand that community conditions have an 
Impact on the educational program ? The community attitude 


toward athletic teams has much to do with the kind of athletic 
e. If the people want win- 


program t| 1 can provid 
based r the kind of influence that 


ning teams at any cost, they exert 
Д . 
rewards winning in any manner. The attitudes of the players 


are greatly affected by the attitudes of the Адай ЧА E 
backs.” Coaches are hired and fired on the basis oF 1n ue 


from sources outside the school itself. 


If the people of the community, see an pun 
Taking various aspects of community governmen's > 


-zation available to the 
labor, management, and socjal organizati ane sy betome 
Scrutiny of young people can be educative; t = 1 d ivi 
resources for learning. Otherwise; they may sec m hich 
Agencies as escapes from school or actual nuisance ta 


hinder the operation of the agencies pie КЕ" depends 
What the school can or will do about such 


А on the pro- 
Upon how administrators VIEW them, how others P 


d understand that 
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fessional staff see them, and what people understand aboni 
their educational possibilities. Somebody must take the M oem 
sibility for seeing that these possibilities are properly explored, 
and that decisions are made in terms of this exploration. 
Emotional Resilience and Versatility —Keeping one’s e 
spective in the face of a multiplicity of expectations is опе 0 
the basic requirements of administrators. Accepting jos: 
regardless of how it is presented, and giving it a fair share o 
attention in one's consideration of the many demands placed 
on him is an ability to be sought and acquired. Few people 
seem to have this ability. Many others are wracked with frus- 
trations, fears, and worries that lower their efficiency. Anxiety 
on the part of the administrator is reflected in his imfluence 
upon those with whom he works. It would seem that, all else 
being equal, the better the personal adjustment and emotional 
stability, the higher the quality of administrative behavior. 


ENVIRONMENTAL F ACTORS 


the state 
shop, homemaking, and a 
the school’s special-interest 


reparatory courses make up 
Program presented, 


lives in the 


nt comprise 


onal college p 
the remainder of the 


A Negro farmer 


l community has resulted from 
this land development. 

Happy homes are common in Central Township, but there 
are exceptions. Recent migrations of families from near-by 
states have created social problems, Housing is scarce, and 
small farmers on the fringes of the township have rented 
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chicken houses and garages for homes. Often the father and 
mother work in a huge factory near by, and the children are 
left to fend for themselves. The fact that fathers and mothers 
work on alternate shifts has caused domestic problems ending 
in broken families. A father of four children committed sui- 
cide. The mother of the four boys came to the superintendent 
of schools to see if he could suggest some way for her to do a 
good job of bringing up her boys. 

Scouting, Little League baseball, and a joint township- 
school recreation program helped provide wholesome activities 
for many of the community's youth. 

The families in the township are young, the largest group 
being twenty-five to thirty-five years of age. A few middle-aged 
and elderly people live in the farm homes which remain after 
real estate interests have bought a farm and subdivided it. 

Churches in the township are crowded, and building or 
remodeling programs are in evidence. Many families still drive 
appreciable distances to attend church near their previous 
residence in the city or near-by towns. 

The business organizations of the community are under- 
going changes as new service stations, motels, eating places, 
and garden stores appear. New service clubs are organized, 
and the few old-timers who have been in business in the sleepy 
little village resent the intruders. 

The school board previously represented the few older 
families in the township. Not many persons knew more than 

f the new residents, 


one or two members of the board. Most o 
a single member. A. few of the 


when asked, could not name [ 
main street businessmen would get together before the filing 
date for the school board and decide who the candidates would 
be. The last election cause n when a group 
of residents in a neighborhood at one end of the township 
decided to write in the name of an industrial engineer who 


lived in a new four-bedroom ranch-type home. Some of the 


people said the first time they had ever voted in a school 
election was after they moved out from the city to Central 


Township. 
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Sewer and water problems plague the se sage ж = 
school district officials. With former farms being р e и 
home sites, there is need for supervision of septic E des 
struction. The near-by city offered to build sewer an "pon 
lines to one densely populated area of the township i Eu 
residents would sign a petition to be annexed to the city. ^ 
alarmed the school board since ground had just been bro vi 
for a new elementary-school building in that neighborhoo ^ 
The village was not able financially to offer sewer and у 
service, so the school district was faced with the problem а 
building a sewage disposal unit in the township and of dri ^ 
ing for water. Newer problems that face the subdivisions “ 
government are traffic control, zoning, sanitary dumps, an 
dainage. | 

The factors postulated in this section refer broadly to envir- 
onmental influences on educational administration. We are 
concerned here with the definitive limitations imposed by 
virtue of the fact that educational administration occurs et 
given time, in a given place, and in an established socia 
setting. The presumed factors listed here are interrelated with 
those discussed elsewhere. These factors are concerned with 
the sociological, political, and economic events, forces, institu- 


tions, and instrumentalities which are operative in, and bear 
upon, the process of educatio 


function within a communit 
in this section is upon the na 
educational administration. 

These factors, like those 
are derived from an exami 
contained in the contact r 


n. Since American public schools 
y framework, the major emphasis 
ture of the community as it affects 


mentioned in the previous section, 
nation of administrative incidents 

eports that were written by staff 
observers working in co-operating community centers. The 
administrative incidents were helpful in suggesting critical 
points which, in turn, were clues to possible factors. The inci- 
dents were chosen for one or more of the following reasons: 
(1) they contained a behavioral description of a relationship 
between a member of 


the school staff or the administrator and 
the community; (2) there was a reference in the statement to 
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i 1 needs; (3) an allusion was made to working 
tionships between school and community personnel; (4) 
notice was taken of the administrator’s awareness of the tan 
munity; (5) community traditions or aspirations were jeu: 
tioned; (6) the role of the community as an initiating group 
and as an approving body was referred to; (7) there was 
recognition of potential conflict between school personnel and 


the community. 


COMMUNITY EXPECTATIONS AND TRADITIONS 
What the community has been conditioned to expect, 


regardless of the underlying explanation for the expectation, 


affects the nature of communication between school and com- 
munity. Community expectations and traditions may deter- 
tor’s role and the roles 


mine the concept of the administra 
which he assigns to community members. Community expec- 
tations are related to the nature of the group process and may 
affect the administrator as he faces problems of participation, 
involvement, and interaction. They help an administrator to 
define his role. His behavior becomes a factor in the environ- 
ment only when he assumes the role of an agent of change. 
Community expectations are also related to the leadership 
structure, to the extent that communities are conditioned to 
expect certain groups to exert influence and to act in consist- 
ence with the goals of the community. Conflicts in leadership 
will be discussed as a separate factor. The concept of com- 
munity expectation and tradition as а factor has four discrete 


elements. | 
Educational Values Held By the Community and By 
explain the 


Groups in the Community — This element may 
concern which a community has for a particular type of edu- 
i d traditions may 


mmunity expectations an 
1 program should be 


ot the educationa | 
The community 


of an aca atory type 
n designed to raise the level 


may value an educationa c : 
of living in the community. it believes 1n and understands 
for community 


the way in which education can 
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improvement, it presents a setting in which certain educational 
goals may be attained. These variations make a difference in 
the way in which the administrator works to achieve an 
appropriate educational Program. The values held by the 
community contribute to the expectations expressed. 

When citizens study educational problems, the group in- 
volved may agree on what they expect the schools to do for 


here are noticeable differences, 


FACTORS AFFECTING BEHAVIOR 87 


н for education provided by communities. Such facil- 
me ude buildings, playgrounds, equipment, garden and 
imm plots, camping areas, wild plant laboratories, school 
E 5, and places of recreation such as indoor skating rinks. 
rhe physical facilities provided may be related to the educa- 
tional program positively, negatively, or not at all. The admin- 
istration and the staff of the school may take advantage of the 
facilities available and thus develop an educational program 
with expanded scope and interest. In other cases, facilities are 
present but not used. It is possible that the absence of facilities 
could result in a drive to provide better surroundings for the 
educational program and, through the leadership of the school 
and/or the community, the program could be affected. In this 
respect, the absence of facilities may be thought of as a 


motivating factor. 
vably be changed by 


The educational program can concei 
. Some communities supply 


the type of facilities furnished 
hich make it possible to hold 


commodious school buildings w 
small classes, while in others it is necessary to crowd many 


students into each room and often to run schools on. double 
the relationship between 


shifts. More clear-cut evidence as to 
the kind of physical facilities afforded and the quality of the 


educational program is needed. 
The Status of School Board Membership.—Membership 


on the board of education is a highly honored position in many 
communities. In a few it is regarded as the obligation of 
persons whose own socio-economic status is such that they 
cannot refuse. School board membership is usually confined 
to men in business and the professions or their wives, and is 
subject to domination by the older families in the community. 
Community expectations concerning board members and tra- 
ditions maintained regarding board membership influence 
administrative functioning. A subdivision of this element, or 
possibly a separate factor in the environment, is the extent to 
which the board of education has established a habit of holding 
open meetings, hearing delegations with matters to present, 


and keeping in touch with the community. The school board 
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as an interpretative body can act as a medium for educating 
the community in its attitude toward the school. Similarly, 
it can foster a negative relationship by meeting in semisecrecy 
and by regarding the business of the school as its own and 
not that of the voters who elect the members of the board. By 
exerting leadership in helping the community to develop an 
active, intelligent interest in educational problems, an enlight- 
ened, open-minded, and personally secure board can be an 
effective force for pioneering in ideas and practices. The posi- 
tion it takes is inevitably determined to some extent by com- 
munity expectations and attitudes and by the traditions which 
have been established in past years. It should be emphasized 
that continuity in office is also an important factor, since 


uninterrupted membership strengthens and perpetuates school 
board attitudes and policies, 


COMMUNITY CHARACTERISTICS 


A communit 
of its institutions, 
their locale, by th 


y is characterized by the quality and structure 
by the resources represented in its people and 
e legal provisions which have been made for 
education, and by the impact of external influences. Thus, the 
characteristics ofa community contain many clues to condi- 
tons which are reflected in administrative behavior. 
The Ouality of Family Life.—Since the family in our 
unit in which personality is framed and 
€ chief agency for socialization, it is 
Tecognize its importance in the educa- 
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ege Ў reading, promotion, academic excellence (or 
y), an discipline can be dealt with more effectively 
еге. their understanding of family patterns of 
ну ncouraging progress 1n this direction is an admin- 

rative function. Conversely, an attempt must be made to 
help families understand the school's position in relation to 
them. When little effort is exerted to secure mutual under- 
standing on the part of parents and teachers concerning the 
respective responsibilities of home and school, problems tend 
to persist. On the other hand, it is known that a consistent 
endeavor to have parents and teachers solve problems together 
has not only resulted in better relations between the home 
and school but has enhanced the entire quality of school- 


community life. 


Transitional. Natu 
ment in which the educational pro 
the nature of changes occurring 


include loss or gain in population, 
industry, fluctuation in the economic status of the population, 


shifts in types of industrial or agricultural production, the 
effects of new methods of transportation, and alteration in the 
composition of the population as a result of in-migration from 
other communities. It is possible that in communities under- 
going rapid changes in population a new intellectual climate 
is created which contributes in turn to greater community 


readiness for change. 

Physical and Material Resources of the C ommunity —Lhis 
factor refers, in the first place, to geographical features—e.8»» 
lakes, rivers, and terrain. These elements are environmental 
factors which necessarily affect the way in which the admin- 


istrator works to plan an educational program. 
f the communit 


as teachers grow in th 


re of the Community——The environ- 
gram operates is affected by 


in the community: these 
departure or influx. of 


y include basic 


The material resources 0 
natural resources, business and industrial plants, highways, 
railroads, and institutional facilities. 

of the Population.— 


jon and Character 
ion ch 
ducational 


aracteristics have impli- 


The Composit 
program. This 


Demographic and et 
cations in the administrat 


hnic populat 
jon of an € 
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factor refers to such items as nationality, race, age distribu- 
tion, life expectancy, and social mobility. Nationality has an 
impact on the educational program, evidenced, for instance, 
in communities whose population is predominantly of foreign 
extraction, by the difficulties involved in learning the English 
language. The level of formal education of the population 15 
also an important influence in shaping the character of the 
community. Administrative problems resulting from race dif- 
ferences are a proverbial part of the American scene. The age 
distribution of the population, moreover, is highly significant 
in connection with the school program. If it shows a predom- 
inantly youthful group of parents, a heavy incoming ele- 
mentary enrollment may usually be anticipated; whereas the 
presence of a predominantly older group generally gives rise 
to problems concerning the support of education and the types 


of leisure-time adult education programs which the community 
may need. 


A high percentage of “upward-mobility” 


is an indication of the kind of educational program which the 
parents want for their children. In this respect it bears a close 
relationship to the factor 


Ја ОЁ community expectations and tra- 
ditions. The effect which a mobile population has on the 
administration of the educational program is being explored 
to discover its implications for administrative procedures in 
such situations. 

The Dynamic Character of Community Organizations and 
Associations —The school Program may be determined in 
part by the organizational structure existing in the community. 
However, the differentiating quality is whether or not the 
ave a dynamic program which has an 
1 Е ity and its educational expec- 
tations. The organizations to which reference is made here 
are business groups, such as the Retail Merchants Association, 
industrial management groups, and the Chamber of Com- 
merce, and special-interest associations such as the Farm Bu- 
reau, the Grange, and the Farmers Union. Labor organizations 
include any of the unions Or associations which speak collec- 


in population 
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tively for a labor force in an industry or craft. These organiza- 
tions are discussed apart from the service-club type, which is 


referred to as a separate factor. 

„The organizations described reflect some aspect of occu- 
pational interest in the community. An active Chamber of 
Commerce, bent on serving the needs of its members as well 
as the community at large, will probably make different 
demands on the school from those of a Chamber which thinks 
only selfishly of its own member’s welfare. This difference is 
reflected in the level of support given to school finance requests. 

Likewise, the presence of an active farm or labor organi- 
zation in a community affects the educational program. The 
key to this factor is not the mere existence of organizations in 
a community—the differentiating element which makes this a 
factor is whether or not the organization has a community- 
mindedness, a dynamic character. In many communities, labor 
unions have existed for many years and have had little effect 
on the educational program other than to provide a better 
family life for the children of the members. In other com- 
munities, however, 4 central labor union, or trades and labor 
assembly, has taken an active interest in civic affairs, has sup- 


ported members for the board of education, and has taken a 
positive stand on S ving finance, teacher 


chool issues invo 
welfare, or academic freedom. ae | 
Spiritual and Religious Institutions 1n the Community.— 
It is generally accepted that a relationship exists between the 


provisions made by a community for its spiritual and religious 
life, on the one hand, and its provision for education, on the 
other. There is some indicate that а co-operative 
relationship between variou: < of the religious com- 
munity is, for examp blem of co-operation 
between the religious institutions and the public schools. 
Complexity of Business, Industrial, and Tab ED 
ment-—The way in which an administrator relates himse | 
the community is not the same ina one-industry asin a mu ү 
industry town. A school district can be dominated by a single 


business. Such control may have an effect upon the educationa 


92 FACTORS AFFECTING ADMINISTRATION 


program and the behavior of the administrator. This element 
is also related to the availability of local resources, Problems of 
administration in a town which is highly unionized may be 
different from those in one which is traditionally open shop. 
a multi-business and indus- 
ure of the educational pro- 
administrator. This 
ship of business and 
stry is locally owned 
a large corporation. 
"ganizations.—lhere 
5 with few or many 
and the role which 


status. They supply the spr 
In these latter aspects, this 


e Community—To describe this 
uch forces as community tensions, 
ower, and community cohesiveness. 

usly characterized b feuds, a tend- 
ency to Scapegoat, ias y 3 


» Or optimism and whol -operative 
effort. chearted co-op 
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stepping-stone. Such conditions become elements which con- 
tribute to community expectations and traditions. In certain 
communities, it is generally understood that the “school” is 
never to be made a political football. In others, it is regarded 
as a patronage institution in a political sense, with jobs, busi- 
ness, and public recognition as awards. 

Although the leadership structure is an element in deter- 
mining community expectations and traditions, the striving 
for leadership is a separate factor in the environment. In a 
community where the issues or power have not been deter- 
mined, the administrator is faced with unique tasks in his 
working relationships. If he believes that the welfare of the 
schools demands that he work with those in control in the 
community, then he is faced with a dilemma when the struggle 
for power is such that an entirely different group from the one 
with which he has allied himself may be in office after a suc- 
ceeding election. The existence of a fluid state in terms of 
leadership conflict creates an environment filled with dilemmas 
for the administrator. The sudden turnover in administrators 
which takes place in gives testimony to 
the influence of leaders tor in community 


life. 


many school systems 
hip conflicts as a fac 


Provisions Made for the Welfare of Youth.—The provision 
on and constructive leisure- 


made by the community for recreati isu 
time activities for youth may be used as a means of determining 
for education. If the com- 


the quality of community support с 1 a 
munity as a whole provides a healthy environment 1n whic 


youth can grow, it is expected that this attitude will carry over 
into adequate provision for educational opportunitics. Lin 
ceivably, one could develop a scorecard for playgrounds E. 
ball &elds and then predict where provision for the educationa 
program would fall on an adequacy scale. The administrator 
is fortunate if the schools which he heads are located in a 
community which provides a healthy environment for its Tam. 

The Impact of Outside Communities—The impact © 
outside communities contributes to the level of community 
expectations. Some communities are more isolated than others. 
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Isolation is possible even without the element of distance. 
Geographic conditions contribute to isolation ; Eg., Dom 
valleys, wide rivers, lack of railroads and main highways. In 
another sense, detachment can be cultural and may result from 
a variety of causes. A description of this factor includes such 
items as the contagion of ideas from other communities and 
susceptibility or immunity to activities going on in neighbor- 
ing communities. The notion of community sensitivity to 


change or community awareness of the need for improvement 
is involved here. 


Some communities are affe 
nature of the distribution 
One community ma 
facilities, marketing, 
One community ofte 
people of neighborin 
community from a 
matic, and artistic 
community. 


cted more than others by the 
System which exists in the region. 
y depend on another for transportation 
wholesale distribution, or raw materials. 
n provides cultural opportunities for the 
8 communities. The distance of a smaller 
larger community having musical, dra- 
resources affects the life of the smaller 


by and the extent 
sultants, communit 
trips, and work ex 


community can put indirect Pressures on others without intend- 
ing to do so. One school May start a driver-training program 
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which is successful in the eyes of the people. Other communi- 
Recently, emphasis has been given to 
lues in education. A given community 
ke some gesture in the direction of 


recognizing moral and spiritual values in education in order 
to avoid criticism for neglecting an area which is getting 
general attention. It is not known to what extent school 
in various administrative practices in 


administrators engage 1 
order to be in fashion. The recent trend to inaugurate citizens’ 
l plan from some other 


committees by copying an identica 
community is an illustration. It would appear that educational 


innovations in one community have an impact on schools 
within the same zone of communication. 
Some innovations are the result of orga 
institute programs. The driver-training program instituted by 
the Automobile Association, the citizenship award and the 
American Education Week programs sponsored by the Amer- 
ican Legion, Little League Baseball, and the Future Farmers 
of America illustrate the organized promotion of educational 


activities. 

Statutory Provisions for School District Organization and 
Control. —Although laws for the organization and control of 
school districts are enacted on a state level, the results of such 
enactments are observed in the local community. Specific 


differences in organization and control which emerge from 


the kind of legal position taken are observed in local school 
which are significant are county 


districts. The particular items i 
school units, the provision for intermediate services on 2 un 
wide basis or through co-operative Jocal district efforts, oS 
school district autonomy, and provision for supervising loca 


schools. 

Legal provisions 
education also have an 
gram. If state supervision 


ties may follow suit. 
moral and spiritual va 
may believe it must ma 


nized attempts to 


ion and direction of 
influence on the local educational pro- 
demands strict adherence to certain 
specified elements of the program, then the gu pro- 
gram is expected to be more rigid than those of other states 
which permit greater flexibility in local programs. 


for state supervis 
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If state laws provide for supervisory activities on the part 
of the county school office, this is a factor which helps to shape 
the educational program developed at the local level. Statutory 
provisions may be only secondary in their effect if, under 
permissive legislation, county school systems and groups of 


local school systems are allowed to provide intermediate serv- 
ices for their schools. 


CHAPTER IV 


TESTING OUR HYPOTHESES 


If administrative behavior is affected by certain factors, as 
we assume in the two previous chapters, changes in behavior 
are dependent upon the modification of these factors. All our 
efforts to improve administrative behavior rest upon the validity 
of that proposition. Its importance cannot be overemphasized. 
If the proposition is true—ad ministrative behavior is condi- 
tioned by, dependent upon, or varies with certain identifiable 
factors—then to change administrative behavior there must be 
a change in the factors or in their bearing upon behavior. 
Attempts to improve administration must be based on this 
fundamental premise and consequently directed toward alter- 
ing personal or environmental conditions (or both) which are 
affecting administration. 

To bring about changes in behavior, it is necessary to do 
more than simply tell people to change, apprise them of how 
they can change, or even threaten them with the consequences 
of their failure to change. As beliefs, values, motives, rela- 
tionships, institutional arrangements, and conditions alter, 
individuals alter their behavior. Furthermore, in educational 


administration it is not enough that the administrator change 
his behavior. The behavior of others is also intimately involved. 
educational administration. will 


Significant improvements in 
not be made until we direct our attention to changed behavior 
on the part of all who participate in the accomplishment of an 
administrative act. 
Behavioral change, then, may result from several different 
luding: (1) changing a 


kinds of change in conditions, inc ] 
specific factor; (2) altering the relationship among factors, 


thus changing the total effect of a combination of factors; and 
(3) limiting the degree and manner in which the factor is 
operative in the situation. For example, if we postulate that 
one’s beliefs about the purposes of education affect his behavior 
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in setting goals for the school, in order to change an individ- 
ual’s behavior we face the alternatives of (1) bringing about 
a change in his beliefs, (2) minimizing the importance of the 
beliefs in relation to other factors also affecting his goal-setting 
behavior, or (3) altering his attitudes concerning the extent 
to which his beliefs should affect his behavior. 

We are dealing with the science of human behavior, a 
controversial field of inquiry to say the least, but one in which 
social scientists in many disciplines are joined. We do not 
suggest that our inquiry encompasses the entire field. We - 
merely insist that administrative behavior is subject to study 
by methods similar to those found to be fruitful in other phases 
of behavior, and that the approach which we have made opens 
the door to a comprehensive and co-operative attack upon 
current problems in educational administration. 

Certainly one of the problems which must be tackled by 
all of us who would make further investigation in the field is 
that of determining with greater certainty the nature of the 
effects of the factors postulated in Chapter III. This task 
requires intensive study in a variety of disciplines. 


PROPOSITIONS AND HYPOTHESES 


А ect hypotheses which аге important 
to him. Nevertheless, we feel obligated to suggest the many 


come increasingly meaningful and, 
consequently, more applicable to the problems of educational 
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administration. The following are illustrative of the kinds of 


generalizations, propositions, and hypothes 
beginning to test: 


About the Monograph 

1. Applying the concept of educa 
contained in this monograph isa 
improving the educational program. 
. (The report 
instrument for increasing his own u 

administrative behavior. 
$. The monograph is a resource 
for the student of e 
behavior described in Chapter П 
of behavior in educational adi 


ю 


About the areas о} 


1. The areas 
found to be critical in t 
study are common to other school situations. 


2. The degree to which bel 
is critical varies from one school s 


About the factors described in Chapter Ш 

т. Administrative behavior varies 
terpersonal and environmental factors. 

2. Administrative behavior is dependent upo 

of interdependent and interrelated factors 


upon a single factor. 
About patterns of behavior 
т. In a given school system, the quality of ad 
behavior varies little among the nine areas. 
pattern of behavior is reflected which is € 
tively high, average: 07 low in all areas. 


2. Solving problems of administ 
the areas enhances behavior in other areas a: 


About the leadership given byt 
т. The direction in whic 
leadership in improving ac 
pendent upon à "constellation 0 
beliefs, values, perceptions; and person: 

2. The impetus or drive with which the a 


erts leadership i i 
sonal factors inclu Y Jues, attitudes, 
motivations, an satisfactions 


he administrator 
h the administr: 
administrative 


tional administration 
n effective means of 


is useful to the school administrator as an 
nderstandings of 


book of suggested studies 
ducational administration. 


ministration 
he pilot centers used in the 


havior in each of these areas 
ituation to another. 


with changes in the in- 


n a number 
rather than 


ministrative 


ither rela- 


rative behavior in on! 
s well. 


ator exerts his 
behavior is de- 
f factors, jncluding his 
al motivations. 

dministrator €x- 
n a constellation of per- 
© perceptions, 
he efforts. 


es which we are 


100 


FACTORS AFFECTING ADMINISTRATION 


3. 


About 


About 
I 


- The degree and 


. The establishment. of 


The effectiveness of the administrator's leadership is 
dependent upon his ability to initiate action, his rela- 
tionships with the individuals and groups with whom 
he works, and the limits set by the environment. 


- The effectiveness with which administrative behavior 


improves the educational Program is more dependent 
upon creative leadership than upon mechanical efficiency. 


the participation of non-administrative personnel 


- The degree and quality of support which the public 


gives to the educational Program varies with the degree 
and quality of its involvement in the program. 


quality of support which the public 
gives to the educational program varies with its under- 


standing of that Program and its belief in the purposes 
to be achieved, 


‚ Variance among administrators, teachers, board mem- 
b 


ers, and citizens in their co 

identification of the roles 
and groups are to pl 
administration, 


nception of goals and their 
Which different individuals 
ay gives rise to much difficulty in 


behavior in a Specific case 


a set of common educational 
nt upon a set of common professional 
beliefs, and values about education. 


goals is depende. 
understandings, 


in quality when all groups 
Participate in it, 

is dependent upon informal 
PS and processes as well as upon accepted 
formal procedures, 


TESTING HYPOTHESES IOI 


5. The patterns of influence and power affecting decision- 
making in educational matters within a given com- 
munity are similar to those which affect. decision- 
making in other aspects of community life. 

6. All communities have many educational resources 
which are not now being used. 

7. The quality of participation by citizens in educational 

planning and subsequent support of projects can be im- 

proved by increasing understanding of the respective 

roles of citizens and educators. 

8. Co-ordination of administrative functions is obtained by 
relating each educational function to the central activity 
of the schools: the improvement of instruction. 

ement of the educational program is dependent 


ations and appraisals 
of each of the 


9. Improv 
upon the degree to which evalu: 
are effectively applied to the functioning 
agencies participating in educational administration. 

About the preparation of educational administrators 

1. Leadership behavior is a function of innate ability as 
well as of learned personal attributes. Both types of 
qualifications must be taken into consideration in the 


selection of candidates. 
2. The leadership which an administrator can give in edu- 
cational thought and action is limited by his own pro- 


fessional understandings. 

3. Even with the desired ability, personal attributes, and 
understandings, administrators need far more training 
in human-relations skills—especially as they are enlisted 
in the effort to involve individuals and groups in co- 


operative action. 
Situational diagnosis and analysis are essential elements 
in the preparation of educational administrators. 

on-research methods useful in 
lans and procedures for 
atory programs for 


L 


<, Practical training in acti 
appraising and evaluating p! 
improvement is essential in prepar: 
educational administrators. 


QUESTIONS 
In addition to the valid 
certain open questions mus 


ation of specific hypotheses made, 
t be answered. To many of the 
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questions the reader may be unable or unwilling to respond. 


They reflect problems that arise from particular interests in 
educational administration. 


1. Those who select administrators might ask, What per- 


sonal qualities are required of the kind of leader implied 
here? : 
2. Those who desire cur 


riculum change might ask, What 
factors are most cond 


ucive to such changes? 


ment in administration may ask 
such involvement? 


play in answering s 
cted by time and Priorities. We 


i most pressing questions and check 
certain hypotheses that tend to give direction to further re- 
search. This will be a Partial job that is done with the invi- 


carry forward from that point. 


CHAPTER V 


AN INVITATION TO ACTION AND 
FURTHER STUDY 


One of the implications of the School-Community Devel- 
opment Study and its methodology is that administration is 
improved as practitioners and theorists find systematic ways 
of investigating the purposes, procedures, and effects of admin- 
istrative behavior. We have examined concepts of research 


which presuppose that unique contributions should be made 


by the scholar and the practitioner in educational administra- 
ising and improving 


tion. As a method of constantly revi 
administration, mutually exclusive scholarship and practice is 
less desirable than the concept of the practitioner and scholar 
as partners in research. This position includes the assumption 
that the practitioner, to be a good consumer of research, must 
gain respect for it through systematic study in which he is 
engaged. Likewise, the scholar who would have his findings 


given wider application must devote some thought to the kinds 
of problems that plague administrators. Coming to grips with 
these problems in concrete situations should help the admin- 
etween theory and practice. 


istrator to bridge the gap b 
The findings that have been reported thus far in this 
Ё research 


monograph are the result of a constant association 0 
workers and practitioners who formed a partnership to get 


better answers to some of the questions which the latter faced. 
This project will yield the greatest dividends to the profession 
if the distinctive roles of each of the two groups can be closely 
defined at this stage of development. 

Reviewing briefly, the following steps have been taken 
thus far. First, attention was centered on a specific problem— 
identifying the factors in the situation which are crucial qual- 
ifiers or modifiers of administrative behavior. After a modest 
exploration of research in the field, it was concluded that the 
ntensive exam- 


most fruitful source of such information is an ! 
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ination of administration in its real setting—the school com- 
munity. We chose to look carefully into a few rather than 
into many communities on the theory that intensive study of 


a few typical school communities in Ohio would yield an 


abundance of hypotheses to be tested in a wider population. 


eliminary studies in pilot 
community centers as lab- 
and study. We acquainted 
nistrative behavior and the 


our impressions inspired predictions which 
Ctermine the accuracy of the obser- 


might revea] th 
at ma $ 
the field of e ucati tters have been omitted 
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in identification and consideration of the appropriate treatment 
of such matters. In other words, the problem is to determine 
the extent to which these findings really describe the situation 
—how valid are they? Likewise, tests of reliability should be 
applied to add to the certainty of the findings. 

We know, too, that certain factors seem to affect behavior; 
that there is a positive relationship between behavior and 
certain conditions. However, the nature of this relationship 
can only be surmised. Testing in practice will provide the 
additional knowledge about it that can then be applied to the 
solution of problems. For example, we know that in certain 
communities a few persons exert a powerful influence on the 
populace in making decisions about the schools. Further study 
is needed to determine just how this small group controls 
decisions and what the effect would be if the balance of leader- 
ship were shifted from its present pattern. 


THREE WAYS TO USE THIS MONOGRAPH 
The findings in this monograph were drawn from actual 
d upon the combined judgment 


school situations and are base 

of administrators, teachers, citizens, and research workers from 
the fields of education, psychology, and sociology. Portions of 
the findings are similar to those of other research pap nri 
fore, their apparent validity warrants the suggestion ins is 
methodology employed be used in the uy iul a 2 
tice, even though further study will add to the sum 0 


edge. Action must continue to be taken in terms ү Ше 
information we have at present. Thus, шеше wou. ane 
to dictate that we apply the knowledge that has Е n 
lated to the improvement of behavior at the same ti 


try to increase knowledge. 


т. This monograph is an 
ad ministrators-iti-scrvice. а, 
ini 1 ted 1n 
The critical areas in administrative eco prom 
ini (0) 
this report offer the local school acai с eine 
with a number of vantage points through whi 


action-research guide for 
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tive behavior in his system may be viewed. It is suggested that 
critical problems are likely to arise in these areas, and that 
some of the factors that must be co 


nsidered in solving such 
problems have been described as factors affecting administra- 
tive behavior. 


The educational leaders of the co-operating centers agree 
with us that, as such matters were called to their attention, they 


could see immediate and direct results in the avoidance of cer- 
tain pitfalls and, at the sa 


solutions of certain admini 
they have begun to think 


ntributory. Their behavior has a 
rmerly upon the improvement of 
uals, the promotion of mutuality 
n of the limiting conditions in the 
and the nécessity of shared responsibility for pro- 


There is not only sufficient testimony 
dequate evide 

ed forward m 
an previously, 
hange is due, in part, to improved educational 


Y examining bep, iscussed ; that they do this by 


Vior in these ar 


factors are in Control of it, 
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In all probability, the change in the administrator’s ap- 
proach to his problem would be, for this purpose, the only 
major variable to undergo appreciable alteration at the time 
a decision was made. Certain criteria could be pre-established 


and applied to thé situation at various intervals of time. Posi- 


tive measures would be evidence that changes in administra- 
miners of changes in edu- 


tive behavior were significant deter! 
cational practice. 

It is proposed: 
the services of the staff of the School- 
Community Development Study to the Co-operating Com- 


munity Centers consist of (1) consultation with adminis- 
trators concerning the application of the methodology to the 
k, and (2) observing changes 


situation in which they wor 
that take place in behavior. 

b. That a group of administrators (preferably local school ex- 
ecutives working in similar situations) be given instruction 
in the use of the methodology described. Before and after 
instruction, tests could be applied to determine changes that 
took place in behavior. (This could very well be a longi- 
tudinal study with tests at various intervals throughout the 


the experimental period.) 

c. That a selected group of administrators be asked to study the 
process for themselves, set up ways of evaluating progress 
and report their ex- 


"th individuals in the local situations, 
i a пу Development Study staff 


periences to the School-Commv 
An account of successes am 


for examination and analysis. » ‹ 
failures would be given, with supporting examples as evi- 


dence. 


a. That, in the future, 


of the monograph for changes in the 


preparation of school administrators. 
Several implications for the preparation of administrators 
may be drawn from the data collected in the study. The 
School-Community Development Study staff draws the fol- 


lowing inferences: 


a. That there are certa 
must develop if they are to be capa e 
Jeadership in educational administration. 


2. Implications 


es which administrators 


ble of exerting dynamic 
Not all of those 


in com petenci 
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who seek administrative 
these competencies. Ther 
cruitment is needed. 


b. That one of the crucial training areas in educational admin- 
istration is that of human relations (particularly the proce- 
dures involved in working with the faculty and with 
community groups). Laboratory and clinical human rela- 


tions training at both the campus and field levels is a prereq- 
uisite of good administration, 


c. That situational dia 
the limitations of ti 


Posts are capable of developing 
efore, a program of selective re- 


"solving in terms of 
uch needed area of 
Laboratory and clinical ap- 


seem to be especially pertin 
. That early Specialization j 
ministration militates against the dey 


rounded View of the role of the school in American society, 
and Particularly the role of administra; 


3 tion in all phases of 
the educational program, Programs of Preparation should 
develop from a broad orientati ‘ 


certain technical phases of ad- 


clopment of a well- 


ust have concerns in 
ly together, Training 
chers and administra- 
ing situations, 

necessary competencies can 


ility to Improve administrative behavior for 


аге useful 
changes of prog. 
wi 


> Universities will begin to 
By €xPerimentation e 


am related to the six impli- 
mean the application of evalu- 
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ative procedures to determine as accurately as possible the 
outcomes of changes in the program. This would require 
longitudinal studies conducted over a period of years to dis- 
cover the general effect of program changes and the use of 
evaluative procedures to test the results of specific training 


experiments. 
During th 
nity Development Study is operative, 
and facilitate experimentation in 
for preparation in educational ad- 


e remaining time in which the School-Commu- 
it is proposed: 


a. That the Study encourage 
the selection of candidates 
ministration. 

b. That a testing and ev 
termine the characteristics 0 

c. That a careful plan for evaluating growth in administration 
be developed which involves both campus and field records. 


d. That this plan be developed as a longitudinal study to be 
continued through at least five years of active service in 


the field. 

e. That new courses and experiences be developed in terms of 
the training implications previously mentioned and that in 
each case specific objectives be stated, means of achieving 
them be specified and tried out, and measures of achieve- 

te University this would 


ment be applied. (At The Ohio Sta 
be similar to the technique established for the Interdepart- 


mental Seminar, Education 800M.) Such evaluations may 
need to be applied continuously over а period of several 
years before conclusive evidence can be gathered. 

f. That a Workshop in Educational Administration (spon- 
sored by the School-Community Development Study and 
held each summer at The Ohio State University) be spe- 
cifically designed as а training laboratory in the methodol- 
ogy of this study and evaluated by а follow-up investigation 

of participants in the field during the following year. 


aluative procedure be developed to de- 
f the candidates selected. 


ort. 

ntensive effort, we are both 
nfident that we have devel- 
dministrative behavior 
ement of that 


ung the research eff 
At the close of four years of i 
confident.and humble. We are co 
oped a rationale for thinking about adr 
that holds considerable promise for the improv 


3. Contini 
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II 


behavior. We are humbled by the magnitude of B fos 
still needs to be done in validating and applying. er pem 
Certainly the concepts of critical areas of administrative E 
vior need further refinement. More can and must be learn 
about factors which determin 

The School-Co: i у 
Process of testing it 
following Proposals: 


a. That further validation of the critical areas and factors af- 
fecting behavior be sought by testing them for ат н 
а wider population, Three studies are planned to vali y 
these concepts in administration held by (1) superinten 


ents, (2) high-school Principals, and (3) elementary-school 
Principals, 


hers, 

с. That studies be made of the effects of factors on behavior. 
These should be studies of the two types of factors identi- 
field in Chapter IIT (interpersonal and environmental). One 
study of administrator behavior has already been conducted 
under the direction of 4 Social Psychologist. 

d. That measurement scales f, 


or determining the effects of these 
factors be developed for use b ini 
has be 


i 10 
anning has been completed. 
Progress, involves the factors 

velopment of programs 
€ improvement of instruction, 


of the critical areas be carried 
ut the beh: 


avoral situation, Three stud- 
‘Andrew w, Halpin, “Th, i Я intendents,” 
unpublished monograph in the S Td айо: of School Superinte 
akcfield, Op. cit, 


t velopment Stud y Series. 
€i 


Economic Understandings 
Needed in Educational 
Administration 


Relationship between 
Community Changes 
and Chonges in 
Educational Policies 
and Practices 


FIGURE 2. VALIDATION AND REFINEMENT STUDIES NOW UNDER WAY 


Administration of Analysis of 
Racially Integrated Community 
Stolta Attitudes Patterns ot Intluence 
in Education and 
Government 


FACTORS AFFECTING 
ADMINISTRATIVE BEHAVIOR 


Development 
of 
Training 
Devices 


1 
Typology of Social Mobility of 
Communities School Administrators 
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ies on community forces have been completed." A fourth 


study under the direction of the Department of Political Sci- 
ence, The Ohio State University, 


Department of Economics a stu 
fecting educational administratio; 
of the Department of Psychol 
search Board has been cond 
behavior of administrators the 


is now in progress. In the 
dy of economic factors af- 
n is under way. A member 
ogy and the Personnel Re- 
ucting an inquiry into leader 
mselves, 
g- That the selection of admini 
tion to success be investi 
completed? 


strators and the relation of selec- 

gated. Two such studies have been 

and a third one is in progress. 

h. That experimental studies in the preparation of administra- 
tors be developed as rapidly as new knowledge suggests the 
need. The Study is participating in: 

I. Àn experimental Program of selecting candidates for 
preparation in educational administration. 

The utilization of experience as a part of the preparation 

program is an area of experiment 


ation (e.g., internship). 
3. Interdisciplinary seminars as a method of integrating 
learning. 


2. 


4. The development of a wo: 


rkshop and conference program 
for educational administ 


rators-in-service. These studies 


A study of the 
ience at the out- 
elopment Study has been 
1 being made for a retest of 
status late in 1955. 


Joh b aster's thesis, Columbus, Ohio: 
tion of Clark Con) ou 954. Јој п David Burkam, “School District Reorganiza- 


d ч les thesis, io: The 
“rity, 1954. Benjamin p. Davis, иы шша, Омо 


Organized School District.” Communit 


Unpublish 5 д у Forces in a Recently 

State University, 1954: published Master's thesis, Columbus, Ohio: The Ohio 
" Richard L. Fe “The Sélection on Е 

mentary-School Principals ir G} с Selection and On-the-Job Preparation of Ele- 


lumbus, Ohio: The Ohi 
tification of Success 
dissertation, Columb 


es.” Unpublished Doctoral 
tY, 1954. W. 
ional Admi 
> State U; 


dissertation. Co- 
alter Clayton Garland, “An Iden- 


nistration.” Unpublished Doctoral 
Diversity, 


Criteria in Educat 
us, Ohio: The Ohio 
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j- That, at The Ohio State University, a nucleus of school ad- 


ministrators and research persons from several departments 
and colleges be developed into an institute of science in hu- 


man behavior. 


SUMMARY 


The School-Community Development Study staff has 


observed that educational administration is undergoing an 
evolutionary shift in emphasis from application of learned 
technique to leadership in human behavior. This evolution is 
characterized by uncertainty and anxiety on the part of admin- 
istrators who are frontiersmen in the transition. Unhappiness 
in some quarters over this change of affairs is due, in part at 
least, to misunderstandings which develop among individuals 
and groups affected by the shift in emphasis and to a lack of 
adequate theory upon which to base the shift. 

In its study of administrative behavior, the staff has been 


mindful of the fact that ever increasing numbers of students, 
nd other patrons of the 


teachers, board members, parents, a 
school are getting into the administrative act. More frequently 
now, administration js stimulating these people to act instead 
of acting for them. Many conditions, both personal and envir- 
onmental, determine how these people will behave. The dis- 
cipline for their conduct, and hence the prospect of improving 
behavior, is dependent upon the creative release of their intel- 
ligence and the arousal of a desire to make optimum use of 


the related conditions. 
Administrative be 
ment in a community, then, 


educational develop- 
is a specialized branch of human 


behavior. It is concerned with the manner in which individ- 


uals and groups, working singly and collectively under the 


stimulus of an appointed leader, create and develop the educa- 
aracteristic of their community. The 


tional opportunities ch › | 
potentialities of the members of the community, the environ- 
mental conditions under which they live, the institutional 
patterns and arrangements created by and for them, and the 
educational leadership with which they are provided define 
the limits of their collective efforts. 


havior as it affects 
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Thus, the educational administrator must become a stu- 
dent of the factors affecting administrative behavior. He must 
know not only what they are but something about where and 
how these factors affect the behavior of all who participate in 
the administrative act. In stimulating people to develop and 
maintain the best educational program of which they are 
capable, the administrator knows that conditions which affect 
personal and group decisions must be established constructively. 

The collective action of multiple groups under stimuli of 
various kinds is an organic type of behavior. If the adminis- 
trator is to understand it, he must study it as organisms are 
studied. Relationships and patterns, both static and emergent, 
are important. They form the framework upon which to 
organize ideas and research. The growth of these relationships 
and patterns of behavior is significant, particularly if it is found 
to exist or emerge along with a common set of recognizable 
conditions. 

Behavior is a complex phenomenon and is always found 
in complex situations. The influences which give it direction 
are multiple and may be found to exist at once within persons, 
in the relationship between individuals and groups, and in 
conditions external to them. Controls over these conditions are 


extremely difficult to establish, and precision in measurement 
is practically impossible. However, concepts and principles of 
action have been used as bases 


е sed as | for observation. As a result, 
eee of administrative behavior are emerging, behav- 
a patterns and relationships are becoming recognizable, and 
ypotheses are being formulated about them. 
А Wu ws four years the School-Community Devel- 
ART tu i as т) developed, largely by inductive means, 
ч м в hypotheses concerning administrative behavior 
or improving it, 2) Proposed a program of resear ch 
иш i in altering factors influencing 
i n influen 
voe: EA » methods of affecting it through qual- 
10n of candidates for administrative positions, and 
fpa шк administrators to act as leaders, 3) 
8anizational mechanism for co-ordinating the 
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efforts of administrative bodies, the universities which prepare 
educational leaders and the State Department of Education, 


and 4) taken steps to continue investigative and structural 


efforts. 
Research regarding the na 


and methods for improving it ca 
to come. Dynamic program changes at the university level and 


in the university-field relationship is dependent upon a long- 


range research program. The School-Community Develop- 


ment Study has demonstrated the effectiveness of the field 
bilities) and the need 


relationship (its laboratory-study possi 

for a multi-disciplinary approach to the problem. The co- 
operative effort of several universities is proving to be more 
effective than the solitary efforts of any one. In fact, even as 
these recommendations are being made, there is in progress a 
program of research. built to the specifications just described. 
Another year of work should bring more knowledge and, 
perhaps, more definitive answers than are contained in this 
publication. Although the five-year grant for the School- 
Community Development Study expires next yeat, the co- 
operative action and research stimulated by it will continue to 


add to the growing body of knowledge about administrative 


behavior. 


ture of administrative behavior 
n now be programed for years 
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APPENDIX A 


Critical Areas of Administrative Behavior Among Superin- 
dents, Executive Heads, Secondary-School Principals, 


ten 
and Elementary-School Principals 


Coordinator: Колір F. CAMPBELL 


Research Assistants: JOHN HARrTZLER, Davip ROSENBERGER, 
Dean CLARK, AND ODEAN Hess 


Purposes: First, to test the hypothesis that the administrative 
behavior of educational leaders at different levels can be 
described adequately within a framework of nine areas, as 
proposed in the School-Community Development Study mono- 
graph, Factors Affecting Educational Administration: Guide- 
posts for Research and Action. Second, to determine whether 
the administrative behavior of two groups of individuals, 
judged to be more or less effective administrators by persons 
familiar with their work differs significantly within the nine 
areas. 
dies of administrative behavior 
four administrative levels. 
Descriptions of behavi uring periods of direct 
observation of the persons in their regular on-the-job activ- 
ities. The descriptions are being analyzed and categorized 
according to their behavioral content. Categories of behavior 
descriptions are being compared with the nine-area frame- 
work. The behavior descriptions within each category will be 
of the scores of two 


quantified, and comparisons will be made 
groups of individuals previously judged to be more or less 


effective administrators. 
Administrative behavior was described 
f the four administrative levels. Rating- 
Е subjects at each level was compared. 
e-service preparation, 1N- 
lection, and further 


Procedures: Four related stu 


are being made of selected persons at 
ior were obtained d 


Nature of Findings: 
and analyzed at each o 


scores of two groups 0 
The implications of the studies for pr 


service training, administrative practice, se 


research will be given- 
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Publication: Four doctoral dissertations at The Ohio State 
University are in process. The anticipated completion data of 
the studies of superintendents (Hartzler), of executive heads 
(Rosenberger), and of secondary-school principles (Clark) is 


December, 1955; of the study of clementary-school principals 
(Hess), August, 1955. 


APPENDIX B 
Factor Evaluation Project 


Coordinator: Lewis E. Harris 
Research Assistant: DARWIN B. Kaye 


n this evaluation study are those 
h Factors Affecting Educational 
to Research and Action by John 


The factors presented i 
proposed in the monograp 
Administration: Guideposts 
A. Ramseyer and others. 


Purposes of the evaluation study: 
A field validation of the factors was undertaken by asking 
school administrators to check the importance and meaning- 
fulness of each of the 37 factors. ‘An attempt was made to state 
each factor in a brief and concise form that would be mean- 
ingful to administrators in the field. Two forms (long and 
short) were used in the project. The factors stated in this 
he long form. The short form presented the 

e same words except that explanation and/or 

d. A short form was used in the study in 
) whether explanations were necessary 


he administrator, and (2) whether the 
d and would decrease 


report are in t 
factors in much th 
examples were delete 
order to determine (1 
to convey meaning to t 
long form was too burdensome to rea 


the percentage of returns. 


Who made the eualuations: 
One hundred Ohio public school administrators were 


contacted by letter asking their co-operation in this project. 
Fifty were sent the long evaluation form and fifty were sent 
the short evaluation form. They were equally distributed 
among a random sample of city school superintendents, city 
school principals, exempted village superintendents, elemen- 


tary-school principals, and executive heads. 
119 
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Definitions: 


1. Factor—an aspect of interpersonal or environmental 
condition that affects administrative behavior in edu- 
cation. 


TABLE I 


Number of Administrators Indicating Importance of Factor and 
Meaningfulness of Statements for Each of the 37 Factors 


Importance of Factor МЕ алпарса: 
F: Я 
us Мау | fmeoramt | Important | cii Nota 
apenas | isan асова | їй | Mas | «| m| e|: 
1 48 4 5 55| 2| 1| 0 
2 45 2 10 49 7 1 o 
3 20 2 2 1 2 34 | 1x | 1 1 
4 4r 2 13 49d xus u 
E 34 7 16 56|l a| x| ж 
12 2 2 7 26 | 11 | 18 3 
А 29 5 22 2 51 4| 3 о 
37 п 7 3 54 | x &| a 
E 35 10 15 56 I 1 о 
0 30 7 11 54 2 o 1 
п 30 II 16 50 с 5 2; 
2 46 5 6 54 4 о 0 
à 3 24 тї 18 1 43 9 i 
4 29 4 19 1 2 ы 3 2 
13 14 1 elt 
16 E ы 24 2 46| 3| 4] 4 
15 5 13 41 | 12 2| 3 
8 41 4 11 2 2 1 
1 27 12 16 = 1188 el ei s 
1 45 5 6 | il e 
E i E 9 47| 3] 6|: 
x 9 sv| 3! a2] 6 
E 37 6 14 
3 43 y 12 zT e 
eye} el a] ty]. ЕЕЕ 
1 
a 30 8 i i > | а wl ж 
Р 27 8 pa 2 54 1 2 x 
2 2 5 20 57 o T i 
à 19 7 28 24] о 3} + 
3 20 6 E: n S 45] 6| 5| 2 
32 17 6 34 2 4 57| того 
33 12 6 45 56 I 1 1 
34 17 6 25 I 5 56 1 1 o 
2 E 4 28 а 6 50) 2| 2] 3 
$ 6 36 2 56| oj 3| о 
37 2 14 17 i a (su) ol a) 3 
* A—meaning clear and statement SUEDE - 
Bomeaning Се ©азу to read, 
I Pp ALIM 


D—statement is me: 


an'ngless, 
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2. Administrator—includes the superintendent and/or 
principal. 

3. Administrative behavior—pertains to the behavior of 
people in the school-community (ie. administrators, 
teachers, pupils, and lay people) in the fulfillment of 
administrative responsibilities. 


Procedure: 
1. Under each statement a scale was provided on which 


the administrator could indicate the importance which 
he attributed to each factor. The results are indicated 
in Table т. 

In the left margin of the evaluation page a space was 
provided for the administrator to indicate the meaning- 
fulness of each statement. This is also shown in 


Table 1. 


3. Below th 
comments. These are presente 


the table. 


N 


e scale for each Factor, space was provided for 
d on the pages following 


Results: 
1. Thirty-two long 
were returned. 
2. The ratings on the two 
they were consolidated. 


forms and twenty-eight short forms 


forms are so nearly alike that 


I2I 


FACTORS COMMENTS 
Interpersonal 
1. Beliefs about education held by a. Tradition tends to limit accep- 
administrators, teachers, and lay tance of experimentation in our 
community. 


people affect the kind of educa- 
tional program that exists and 
that can be developed. 


istrator's beliefs about 
the function of administration 
affects the plan of organization, 
the scope of his duties, and his 
role as the educational leader 
in the community. 


3. Beliefs of administrators, teach- 
ers, and citizens about the 


source of authority for public 
education affects the line of re- 


2. The admin 


b. Administrators and teachers most 
important here—should give the 
leadership to lay people. 

None. 


le are the source 
her well estab- 
ine of responsi- 


a. That the peop 
seems to be rat 
lished locally. L 
bility established? 
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sponsibility established for de- 


termining the educational pro- 
gram. 


b. Needs to be clarified. 

C. Does this mean ог imply (us 
munity planning versus arbitrary 
control by school administra- 
tors? 

d.I don't believe many people ac- 
tually consider this very often 
as an important factor. . 

€.Care must be used to differen- 
tiate between source of author- 
ity and administrative responsi- 
bility. 

V If is administrator firmly be- 
lieves in cooperative, democratic 
Procedure, it becomes his task 
to educate teachers and lay peo- 
ple to this point of view. 


4. The beliefs about coo 
action held Ь 


teachers, 


perative а 
y administrators, 
and lay people infu- 
ence the degree to which such 
action is used for decision- 
making. 
5. Attitudes of 
teachers, а 
change 


administrators, 
nd citizens toward 
(maintains status quo 
or seeks changes) affects the 
direction in which the leaders’ 
efforts will be focused, 


a. One of most importance. 


6. Beliefs about the tentativeness a Jf a solution is tentative, it is 
of solutions to problems affect not a true solution. 
the degree to which further -In most situations, 
evidence will be sought and с. Can't see the value of such a 
accepted by administrators and factor being considered. 
lay people. d. Think 


this could be worded 
more simply, 

е. Does this refer ti 
Or just to certain types? 

£. Needs further clarification. 

5. Meaning is not clear. 

-Are these tentative solutions a 
day-to-day Policy or are they 
“mergencies not covered by the 
desired long range plans? 


o all problems 


1 а. The use to which he puts his 
de pio lai: helps to raise intellectual ability is most im- 

€ tevel of insight and under. ing intelligent 
standing which he has in deal- ан вы АЛ уз: 


isn’t enough. Good common 
orse) sense js needed. 
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8. An administrator's understand- 
ing of his competencies and 
weaknesses influences the ad- 
ministrative responsibilities 
which he assumes and guides 
him in delegating responsibili- 
ties to others. 


9. The amount and kind of pro- 
fessional knowledge which ad- 
ministrators (and their fellow 
workers) have acquired through 
study and experience affects the 
way they operate in all phases 
of the educational program. 


10. The ability of the administrator 
to apply professional knowledge 
influences his effectivensss in 
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b. Am not certain that the factor 
as stated above is true. 

c. This seems merely a truism. 

d.Are not level of insight and 
understanding somewhat synon- 
ymous with intellectual ability? 
The word “determines” (instead 
of “help to raise”) gives much 
more meaning to me. 

e. Assuming other implications. 

£, What is meant by intellectual 
ability? 

a. Excellent statement. 

b. Generally speaking—the wiser 
and more understanding the ad- 
ministrator, the more one may 
expect to see leadership devel- 
oped in subordinates and respon- 
sibilities delegated accordingly. 

c. Aren’t you expecting too much 
of the average guy to expect him 
to recognize his shortcomings 
and delegate? 

а. Few admit weakness except in 
jest. 

a.It should work that way, but 
does it? 

b.This is very important if it 
means from both positive and 
negative points of view. 

c. Good, common horse sense may 
be of greater importance than 
pedagogy- 

d. If leadership is missing, knowl- 
edge has little value. 

e. Many situations not covered by 
professional knowledge. 

£. Professional knowledge should 
influence one's actions at all 
times—actual influence is some- 
times questionable. 

a. This answers the one above. 

b.Probably one of greatest weak- 


nesses. 
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administering the educational 
program, * 
11. The physiological condition of ра 
dministrators and teachers in- ical condition? on 
rires the amount of work b. To be sure this is important, 
which they can perform effec. but the ability to utilize energy 
i ranks tops, E 
ve c. If you mean health or condition 
of health why not say so? 
d. Perhaps one group or another 
Should be deleted, 
e. Health? 


a. Ability to diagnose might possi- 
bly not result in any action. 


C. If they are to produce desirable 
results. 


a. What is included in physiolog- 


12. The ability of the administra- 
tor to diagnose the school 
munity in which 
influences the ext 
tiveness of his u 
tential of the co; 
veloping the є 
Bram. (Includ 
Nosis would be 


-com- 
he is working 
ent and effec. 
зе of the po- 
mmunity in de. 
ducational pro- 
ed in this diag- 
Surveys of pub- 
lic opinion, material and per- 
sonnel Tesources available, finan- 
cial Potential, etc,) 


a. Two statements, 


- T can't decide Whether this is ac- 
quality of the tually a factor—it seems Бар 
This influ. like behavior when speaking o 


a method being employed by the 
administrator. 


14. The effectiveness of the admin- 


{ к а. Not certain the 4 phase admin- 
Istrator is enhanced when there i 


istrative cycle js all-inclusive. 

: Questionable Statement in pres- 
€ four phase ent broad form, 

€ cycle (planning 


d » C. System established by whom? 
managing. and ap- ], 


-Needs further clarification. 
gI 


consider this behavior rather 
than a factor affecting behavior. 
f. Sounds too much like a continu- 
OUS pattern, 


gD 


"720 You mean these should be 


deciding, 
Praising), 
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15. The need of the administrator 
to succeed influences the way in 
which he operates. (Symbols 
of success vary from individual 
to individual; personal pride, 
community acceptance, raise in 
salary, promotion in status po- 
sition, greater acceptance by 
peers, etc.) 


16. The ability of the administrator 
to get issues solved, emphasiz- 
ing principle rather than com- 
mitment to individuals or group 
loyalties, contributes to his ef- 
fectiveness in carrying out re- 
sponsibilities. 

17.The way the administrator 
deals with immediate pressures 
and unforeseen circumstances 
(with or without long range 
goals) influences his effective- 
ness in developing a continu- 
ous, smooth operating program. 


18. The administrator's perception 
of self (i.e. his ability to assess 
and understand the effects of 
his drives, feelings. motives, 
sources of satisfaction, etc., upon 
his actions and how others see 
him) influences the quality of 


his leadership. 

19. The administrator's perception 
of those with whom he works 
influences the degree to which 
he involves them in decision- 


in the order named? I think 
there needs to be some apprais- 
ing first in some cases. 

h.The importance would vary 
with the situation. 


a. Isn't this true of squirrels? 

b. Some of these factors should be 
of primary importance. 

c.Implications are not clear. It 
seems his behavior will be di- 
rected to realize the success fac- 
tor if possible. Success doesn't 
occur first. 

d. Since I do not know the mean- 
ing I cannot evaluate it. 


a. Isn't this character? 


. Otherwise he may not be around 
for the long range program. 
b.This ability may be the most 
important in many situations. 

.This is one of the major keys 

to the success of any program. 

d. Isn't. this also behavior? 

.Can not concede that this has 

much influence. 

b. Not too sure whether it means 
the role of the administrator, his 
worth as an individual, his rela- 

tionship to the staff, his value 

to the profession, or 


as a person, 
what? 
.The real leader even seeks to 
develop leadership in others. 
b.A good administrator must be 
able to evaluate the abilities of 
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making. (Does he see them as 
being capable of assisting in 
making decisions?) е 

20. The ability of the administrator 
to perceive conditioning factors 
(such as values held by lead- 
ers, staff, and community; atti- 
tudes of community toward 
various aspects of the school 
program; resources available in 
the community, etc.) influences 
the kind of school program 
which he supports, 

21. The kind of emotional control 
exhibited by the administrator 
(ie degree of resilience, versa- 
tility, stability, etc.) influences 
the resulting quality of his aq. 


ministrative or leadership be- 
havior, 


Environmental 


22. Educational values held by peo- 
ple in the community influence 
the kind of educational pro- 
gram they will accept as appro- 
priate, 

23- The nature of leadership in the 
community (both quantitative. 
y and qualitatively) and the 
administrators ability to work 
with lay leaders influence the 
effectiveness of hi 

24. Provision made 
munity for the use 
resources (civic, 


the educational 


Program, 
25.The status accorded school 
ard mem ers and the role 
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his co-workers and then have the 
intestinal fortitude to use these 
eople, 

a. DEUM factors to what? 

b. If used as check list, needs fur- 
ther clarification. А 

с. This covers quite a number o 
areas. Some would be given Y: 
tle weight in deciding policies i 
I get the meaning. 


a. Very important—a solid citizen 
is needed, 

b. Extremes here can be disastrous. 

C. The amount of control would 
need to vary with the situation. 


a. Can be conditioned, 

b.This is of lesser даро с 
where {һе people have ie] 
dence in the administrator an 
accept his leadership. 


" 1 a- 
a. The dynamic or aggressive п 


ture of this leadership 208 
With its conservative or radical. 


a. The degree of use depends upon 


the school rather than the com- 
munity, 


b. Not too clear, I had to check 


of 
ack to see what the essence 
the questionnaire was. 


a. Amen! 


: ell 
- Tremendous impact—can W 
€ the most important. 


27. 


28. 


29. 


30. 


FACTOR EVALUATION 


by community expectations and 
tradition) influence the way in 
which the administrator op- 
erates in the local situation. 


26. The quality of family life af- 


fects the kind of parent-school 
relationship which can be estab- 
lished. It also affects the kind 
of parent-school relationship 
which needs to be established. 
Thus it influences the way in 
which the educational leader 
works with his staff and com- 
munity. 

The degree of community sta- 
bility (ie. whether the com- 
munity remains stable in re- 
spect to population and indus- 
try or is in a state of change 
from rural to urban, increasing 
or decreasing in population, 
etc.) influences the administra- 
tor's action in developing the 
school program. 

The physical and material re- 
sources of the community (geo- 
graphical features, transporta- 
industrial and institutiona 
fluence the 
lans the 


tion, 
facilities available) in 
administrator as he p 
educational program. 
The composition and character 
of the population in the school- 
community (nationalities, аре 
distributions, social mobility, 
level of formal education, есо- 
nomic status, ctc.) influence the 
administrator as he attempts 
to build the most appropriate 
school program. 
The dynamic charac! 
munity organization: 


ter of com- 
s and asso- 
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c.Board membership should not 
dominate educational policy. 

d.More important than status is 
attitude toward education and 
qualification for the job. 

a. Whose family life? 

b. Administrator—pupil or com- 
munity as a whole? 

c. Poorly worded. 

d. Whose family life? 

e.Do not understand second sen- 
tence, might there not be in- 
compatibility between this and 
first. statement? 

f. “Quality” may mean anything. 

a. Not sure how you interpret the 
word “program.” 


a. Or should! 
b. Isn't this what 
in No. 24? 


you were asking 


a. Doesn't this duplicate with No. 


27 and No. 26? 


t to believe that com- 


a. It is си 
d associa- 


munity organization ап 
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33- 


34. 


35. 
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ciations determines the degree 
to which they influence the ad- 
ministrator as he develops the 
educational program. 


- The spiritual and religious in- 


stitutions in the community in- 
fluence the administrator as he 


develops the educational pro- 
gram. 


. The kind and amount of busi- 


ness, industrial, and labor or- 
ganization in the community 


influence the way in which the. 


administrator works with the 
various components cited and, 
in turn, affects the way he 
works in developing the school 
program. 

The nature of community sery- 
ice organizations (the number 
of them, the way they operate, 
and the interest they take in 
community affairs) influences 
the way in which the adminis- 
trator works with his school 
and community in planning the 
educational program, 
Power conflicts in the com. 
munity (ie, community ten- 
sions, balance and imbalance of 
Power) influence the Way in 
which the administrator works 
in developing the school pro- 
gram. 


The Provisions 
welfare of the 
community indic. 
cational 


made for the 
youth of the 


ate to the edu- 
the 


tions do not tend to counterbal- 
ance one another in this respect. 


None. 


а. Doesn't this duplicate No. 29? 


a. Doesn't this duplicate No. 29? 
b.If this means service to the 


school such as Boosters Clubs. 


a. Occasionally А 
b. Depends on whether he is trying 


to hold his job or do a good job. 


a. Неге the welfare of youth has 


“come a responsibility of the 
church and lodge groups. 


"Statement could be more com- 


prehensive, 


+ The school must try to eliminate 


the need for welfare from out- 
side the community but coop- 
frate with existing agencies 
where there is need. 
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36. The impact of outside com- 
munities upon the school-com- 
munity affects the educational 
leader as he works in his school 


situation. 


37. The statutory provisions for 
school district organization and 
control establish certain re- 
quirements which give direc- 
tion to the administrator as he 
deals with this phase of his 


responsibility. 


General Comments Abou. 


a very thoroughgoing analysis 


d to the public sc 
n to the administrator's job, b 


a. I consider this 
function as relate 
items have some applicatio 


somewhat between communities. 
estions are either obvious o 


b. Most of these qui 
the meaning. 


to rate them effectively. 
d. It would seem that 
“very important.” 
otherwise. 


These factors certainly have been well chosen and stated—it is 


I have marked too many 0 
I cannot see how a prt 
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a. Peculiar situation in which be- 
ing the small dog of a metro- 
politan district has large impact 
upon local situation. 

b. Does not play an important role 
in our community as we are a 
self contained community. 

c.If you mean friendly competi- 
tion. 

a. Most of us desire to be operat- 
ing within the rules and regula- 
tions of the state. 

b. Think it is too wordy. 


t the Factors 
of the administrative 


hool. I certainly concur that all 
ut will vary 


r else I don't understand 


difficult 


f the above statements 


ncipal in our city could do 


APPENDIX C 
Contact Report Procedures and Form 


Instructions for the Use of 
the Contact Report 
The Contact Report has been const 


collection of basic data about the various m. 
are of importance in the develo 


tucted as a file record for 
eetings and interviews which 


I. Group or individual: If it is a regular meeting of an organized 


organized group should be indicated. If it 


3. Reporter: Indicate the last n 

4. Meeting place, date, time: Indicate loc: 
Special conditions relevant to it, Time should include beginning 

and ending time of meeting, 

Participants: List Participants by name if possible. Otherwise indi- 

cate number and categories (eg, то elementary Principals, 4 cxecu- 

tive heads, etc.). If this is 


EAM P with whom we have repeated 
contacts, indicate absentees, (For 
attendance list 


ua 


Which represe 
the official p 
particular project as majo 


Я г the relevance of what to 
include. 
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8. Processes or relationships developed: (For observational aid, see 
Suggested Outline for Group Observations,” Wkshp. in Ed. Admin., 
July 7-25, 1952). Indicate here the condition of the group as an 
operating organism, and changes which seemed to occur during 
the meeting. (Changes between meetings would be included under 
“Interpretation” below.) 
aning of the discussions or process of discus- 
oth the content and process developments of 
this meeting, or comparing this meeting with previous ones to 
describe the possible meanings which they have for the members of 
the group, for the processes and growth of the group as a whole, 
and for the changes (or inabilities) of the group to deal effectively 
with the problems it is working on. State tentative diagnoses of 
group difficulties, potentialities, etc., as items- which can be checked 
for greater accuracy at future c 
Relations to hypotheses of this project: Summarize the relationships 
which are perceived between the observations which are being made 
and the hypotheses which are under examination on this particular 
project. (If none is seen, then this report would appear valueless.) 


If there are other comments or items which seem worth recording 
about this meeting, use an additional heading of Comments: and include 


those in this report. 


9. Interpretation or me: 
sion: Draw upon b 


ontacts. 


10. 


Code Numbers 
The following code numbers have been established as means of 
identifying persons, projects, and materials related to the research 


activities. 
First Figure Second Figure 

1—County . 1—Superintendent 

2—City —— Assistant Superintendent 

3—Exempted Village 3—Execuuve Head | 
4—High-School Principal 

(including Junior High) 

Example: 12 245—County 5—Elementary-School Principal 

6—Supervisor 


e head, serial No-45 Teacher, High School 
(including Junior High) 
8— Teacher, Elementary 
g—College Professor 
o—Student 


executiv 


de numbers was assigned serially to the 


The original file of co 


EDUCATIO, 


«& 


De Dept. of Extension 


NaS 
Op 


2 
о 
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alphabetical list in each category. Additional nu 
consecutively with a cross-reference card bein 
priate alphabetical position in the file. 


mbers will be assigned 
g inserted in the appro- 


Test Numbers 


These numbers are temporary numbers assigned for identification 
of confidential materials at the time they are collected. For general 


administration of materials at the various institutions in the state the 
series outlined below will be used. 


may be developed using that Projec 
any other means feasible, 
will be assigned and used. 


For special Projects, special series 
t number as identifying, or using 
For permanent records the Code Numbers 


First Figure Second Figure 
(Institution at which tests given) 
1—Ohio State University 


Same as under code number. 
2—Bowling Green State U. 


niversity Бог institutional administration, 
3—Kent State University 0, student, will be ordinarily used. 
4—Miami University 
5—Ohio University 
6—Akron, University of Example: 10 250—Ohio State 
7—Cincinnati, University of University student, serial No. 
8— Toledo University 250. 
9—Western Reserve University 


Project Numbers 
Project numbers will be assigned to each study which is carried 
out. Study is defined Project which js directed toward the 
ed set of hypotheses, Theses and dissertation projects 
be assigned numbers for record 
Purposes. Several sets о be used with numbers assigned 
serially in each set, 


Purposes, when they do 
study, will be desi 
Numbers above, e, 
dissertation. Projec 
state would be d 
University profess 


Not serve as 
Enated by the sq 
E» 10-1, Ohio State 


ae opus d Professors at the institutions in the 
ated by this same series io State 
"9 B.. im 1 d 
Or project, › Є.Б. 19-1, Ohio 
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Measuring Instrument or Record Form Numbers 

Measuring devices which are developed or used in the various 
projects will be assigned appropriate code numbers. If experimental 
forms of the device are developed, the number will be followed by (X). 
Alternate forms of the device will be lettered A, B, C, etc., or, coded to 
indicate the particular group for which they were developed. 

Instruments which will be generally used will be assigned serial 
numbers under the SCDS designation. Instruments designed to be used 
only on a particular project will carry that project designation and 
numbered serially within that designation. 

Forms for general record keeping will be designated SCDS and 
assigned numbers in the roo series. 


CONTACT REPORT 


ITY DEVELOPMENT STUDY 


SCHOOL-COMMUN 
STATE UNIVERSITY 


THE OHIO 


s. Project... 


Group or Individual... 


рабе Time. m 


Meeting Place.. 


Participants: 
Group members: 


SCDS Staff: 
Consultants: 


Purpose of meetings: 


eeting under the following 


iti describe this m! 
On additional pages 1 "ing unc ng 
ings: Content of the meeting or discussion; (2) Processes. 
ei ee Y r meaning of the discussion 


i В j ; etation о ; 
posae esie s (9) Reston to goals or hypotheses of this 


or process of discussion; 


project. 


APPENDIX D 
Competencies Needed by School Administrators 


In the examination, appriasal, and possible reorganization of the 


program in educational administration at The Ohio State University, 
it has seemed logical to begin with a consideration of the competencies 
needed by educational administrators, There follows a list of these 
competency areas as they have been revised after much deliberation by 
this committee and consultation with school administrators, Preceding 


the list of competency areas some introductory material is shown. 


Basic ORIENTATION 

Any statement of what s 
must be related to the maj 
society, and the role the sch 


place for a detailed elucidation of these characteristics and values, but 
some of them should be menti 


rovided a 
high standard of living for millions of people but it also has seemed 
to result in: 


1. Growth of cities with their 
tation, and recreation; 

2. Increasing application of technology to both urban and rural 
cultures; 

3. Increasing mobility of 
in community identificati 

4. Growth of special inter 
religious, and others; 

5. Wide use of Propaganda by man 

6. Some tendency for centralizati 

7. Almost unbelievable destructi 


The religious heritage, the basic documents, and the continued 


“merican people seem to suggest that certain 
ted our des to a large extent our actions. 


problems such as housing, sani- 


population w 
lon; 
es 


hich is often lacking 


t Sroups—economic, social, racial, 


y organized Broups; 


On of governmental functions; 
veness of war, 


ires and 
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s lo ic education in America should recognize 
the characteristics and values of the culture of which it is a part. More- 
over, the school has a role to play in that culture. Most Americans 
agree that the school ought to work with other community agencies to 
help solve the problems of society and thus to help improve our culture. 
Giving pupils the tools of learning, encouraging them to develop their 
individual talents, helping them learn to participate in and to take 
some responsibility for group action, providing ways for them to ex- 
amine all the facts, teaching them the problem solving method, and 
helping them understand and acquire the moral values of our culture, 
all seem consistent with the role of the schools. 

А school can achieve these purposes adequately only when teachers 
are committed to them and can and do operate accordingly. Such con- 
sistency of thought and action is more than intellectual, it has to be 
lived. The degree to which teachers experience relationships which 
reflect the values of our culture is to a considerable extent dependent 
upon the values held and the patterns of action followed by the school 
administrators who work with these teachers. In other words, if teachers 
are recognized as important, if they participate in policy formulation, 
if they have available complete information of school problems, if they 
rely on problem solving as a method, they may be expected to transmit 
some feeling for and skill in such procedures to their pupils. 

The program in educational administration at The Ohio State 
University should be focused on the preparation of administrators who 
have a reasonable comprehension of our culture, perceive the role of 


the school in it, and have the ability to work with others in the fulfill- 
ment of that role. 


It seems logical that publ 


Tue Major COMPETENCY AREAS 


explained in some detail later, are 


The major competency areas, 

as follows: 
1. Possession in reas 
butes and a disposition to imp! 
2, Understandings, attitudes, and 


quate general education 
3. An understand of the role of the school in the social order 
4. А disposition and an ability to cooperate with other people 


in planning, executing, and evaluating courses of action 
5. An understanding of the instructional program and skills 
in curriculum development 
6. Understandings and skills in the t 


administration юы. 
7. An understanding of and skills in the administrative process 


onable degree of appropriate personal attri- 


rove them 
skills resulting from an ade- 


echnical aspects of school 
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8. An ability and a disposition to apply sound problem solving 

l procedures to school concerns | | ` 
An inclination to act in terms of conscious value judgmen 

А inclination and an ability to understand one’s own mo- 

» ions for action and how they affect his way of working 

with other people 


11. A disposition and an ability to lead lay and professional 


people in considering and continuing improvement of the 


school and community, and the ability to discover and pro- 
mote such leadership in others, 


SELECTION OF STUDENTS 


adequate energy, 
ard people. The 
general education 
85, attitudes, and skills resulting 
therefrom. The Professional activities should incl 
ing. Professional 

ing of human 
Place of the school in our Society, th 
learning, iate curriculum or 
of the sc 


ude preparation for 
study for teaching should have 
growth and development, the 
* principles and techniques of 

Sanization for at least one level 
Я Teaching Experience should have given each of 
ditional Meaning, and should have provided clues 
Unction of the educational leader. 


PATTERN OF COMPETENCIES 


the com 


e competency area, par- 
Tn of competencies, may 
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ination of the material which 


actually be a handicap. Third, exam 
enumerated, but 


follows will reveal that single competencies are по 
each statement tends to be a competency area. 


MEANING OF THE COMPETENCY AREAS 


The meaning of each of the competency areas, named earlier, will 


now be suggested: 


1. Possession in reasonable degree of appropriate personal attri- 


butes and a disposition to improve them. 

should include such basic qualities as intelligence, 
f one's convictions, and a warmth toward 
cern at the time admin- 
butes or their 


These attributes 


adequate energy, courage © 
people. These items should be of particular con 
istrative candidates are selected, but growth in the attri 
application should also be fostered in the preparation program. 


2. Understandings, attitudes, and skills resulting from an ade- 


quate general education. 

| education should have provide: 
his history, and his behavior psychologically, socially, 
and morally, some knowledge of the physical 
phenomena of the universe, some power to do quantitative thinking; 
skill in oral and written expression; some appreciation for music, art, 
and literature; and a set of values consistent with the ideals of our 
culture which tend to give his behavior consistency. Again, these items 
should be of major concern in the selection of candidates, but the prepa- 


ration program should attempt to help the candidate fill obvious gaps. 
. An understanding of the role of the school in the social 


order. 
An understanding of the social order seems to be a prerequisite 
to comprehending the place and potential power of the school in a 
culture. Nor is it enough for the administrator to have merely intel- 


lectualized this idea. He must be able to make appropriate adaptations 
of this understanding to his own community, his own state, and his 
own region. Such understanding should be basic to determining the 
needs of the people of any school community, of ascertaining means 
to meet those needs, and of deciding the place of the school and other 
community agencies in achieving such ends. 
4. A disposition and an ability to cooperate with other people 
in planning, executing, and evaluating courses of action. 
This cooperative approach is needed as the administrator ‘works 
with boards of education, with other staff members, and with school 


A general d the following: some 
knowledge of man, 
economically, politically, 


3 
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patrons. Such a way of working must be based upon a ра сва 
conviction of its contribution to the achievement of the larger до $ 
and upon a belief that cooperation produces better solutions to pri 
lems, results in more effective implementation of discussions, 
motes desirable growth on the part of the participants, 
is also dependent upon the skills in group work of th 
and of those associated with him. 


and pro- 
This approach 


e administrator 


The administrator must be sensitive to the factors that determine 
the appropriateness of the coo 


since there are occasions in the administrati 


or no consultation. In such 
derstand the need or appro- 
ual practice. Moreover, par- 


5. An understanding of the in 

in curriculum development. 

To understand the i 
have a foundation in hu 
teristics and values of ou 
of learning. His respons 
understanding, he must 


structional program and skills 


r culture, and in the principles and techniques 


not end with curriculum 
tship to teachers and pa- 
This tends to be a con- 


х, 
Ё instructional improvement, is the basic job of 
any school administrator, 


6. Understandings a 


s nd skills in the technical 
administration. 


aspects of school 


The administration 
numerous specialized are 
are essential, 


of schools is big business, and there are 
as where technical understanding and skills 

areas as staff personnel, finance, 
management, legal asp 


plant, business ects, schedule making, and office 
management. Such understandings and skills are essential to the effec- 


tive operation of schools, but they are none the less instrumental, and 
thus secondary to the major purpose for which schools exist. The 
‘ate in thes 
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7. An understanding of and skills in the administrative process. 

This process would seem to include such operations as diagnosing, 
planning, organizing, directing, coordinating, and controlling, In many 
aspects of this process, particularly diagnosing, planning, and organ- 
izin, other people must be involved. These activities do not necessarily 
follow in any neat order, but they appear to recur in various com- 
binations as the administrator is required to get things done. The 
questions of what, when, and how seem to be persistent ones. This 
process, to be sure, should remain the servant and not the master of 


the administrator. 

8. An ability and a disposition to apply sound pr 

procedures to school concerns. 

Intelligent action may not be suggested by the prevailing opinion 
of those concerned with the action, Much depends upon а consideration 
of the pertinent available facts in the formulation of this opinion. 
Courses of action for the solution of problems are judgments that should 
be derived from an analysis of the facts that can be procured. Once 
an action is taken, it should be evaluated in terms of its consequences. 

The administrator must be sensitive to areas in which the pro- 
fessional staff and/or the people of the community are likely to act 
without having considered appropriate data. He must be able to help 
his colleagues and the people of the community Secure and use appro- 
te data as a basis for opinion formulation or 


problem solving. 
To instill this attitude in others the administrator must exhibit a 
be willing to act 0 


oblem-solving 


pria 
k this way himself. He must n the 
the available facts. He 


derived from studying | 
e his own actions evaluated in terms of their 
es point to unwise decisions he must 


г alternate courses of action. 


capacity to wor 
basis of judgments 
must be willing to hav 
consequences. When consequence 
be willing, with others, to conside 

9. An inclination to act in terms of conscious value judgments. 

Educational leadership should be built upon sound principles 
of action that have been derived from a study of the role of the school 
in society, how children grow and develop, and the pns po 
The school plant, program, and organization are ы tools Ta Са 
the desirable growth of children. To adapt the ae to = ey 
end requires constant, thorough чш д с Sur E a 

also of desiral e goal ә 5 . 

= me E staff can be characterized as d Hon 
only when they are motivated by this concept and иш) «шне p 
of their own task. Ап educational leader so m | oe ean 
as possible opportunistic decision-making: Rat er he lea 
the formulation of principles as guides to action. 
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Broad general principles arrived at by thorough study and co- 
operative thinking provides a set of understandings which control many 
minor decisions. Such a set of understandings avoid inconsistency 
resulting from a lack of guide for action, Yet, it makes flexibility 
possible because it leaves room for interpretation in light of the circum- 
stances of the moment. 

10. An inclination and an abilit 
tivations for actions and ho 
ing with other people. 

An administrator must 


y to understand one's own mo- 
w they affect his way of work- 


11. A disposition 
People in cong 
mmunity, and the a 


ers, 


lead lay and professional 
uing improvement of the 
bility to discover and pro- 
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